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INTE CUUCTION 


The Supely Corgs. “The Supply Corps is the busi- 
ness arm of the Mavy (22, p. 3)."% Conduet ef the Navy's 
tusiness affairs requires operstion of = world-wide 
materiel cistribution organization to serve the sateriel 
needs of the Navy, disbursement of federal funds to seet 
obligations of the Navy, sainterance of kxecounts pertaining 
to funds and property of the Navy, operation of facilities 
for the subsistence of naval personnel, control of freight 
and thipring of naval property, operation of retail stores 
established for the welfare of naval persomnuel, sad a nis- 
cellany of complezentery functions (21, p. 49). 

These funetions are eeccomplished through @ veriety 
of Supply Corps organizations which may be entezorized as 
either integral organizations of the corps or staff organi- 
zations of other integral naval installations. integral 
organizations of the corps include FPurehasing Crfices, 
Depots, Jupply Demand Control Points, Market Offices, Fe- 
gionel Aceounts Offices, freight Control Offices, secounts 
Disbursing Cffiees, and Cost Inspeetion Offices. Those 
hich are normelly staff organizations of other integral 
naval installations include Supply Departrents, \ccounting 
Depertszents, Fisesl Departsents, Exchanges, Commissary 
Stores, Seneral Nesses, and Disbursing Offices. 

These organizations heve their civilian snalogues 


in business and industry. The range of coxzperable organi- 
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gations ineludes banks, mail order houses, retsiling 
establishments, restaurants, purchasing agencies, account- 
ing fires, freight agencies, emi others. It hes been 
stetec that “of all Navy billets those in the Susply Corps 
most reseable jobs in private industry (22, p. 3)." Wer 
thigs reason snd also the fact that a close working rele- 
tionship with components of the nations industrial poten- 
tial sust be meinteined “the officers of the Supply Corps 
ust know not only Bavy procedures but civilien practices 
es well (26, p. 5)." 
in view of the foregoing it is appropriste to 

exaazine briefly the status of management training in busi- 
ness and industry. Consideration of industrisi philosc- 
pies and practices in this srea is essential in order to 
assure comprehensive treatment of the subject under inves- 
tigation. 


Venngement 1s 





reapicgly geining universal recognition ss a vocation for 
which pecple must be trained. The conception that 
“experience is the best teacher” no longer connotes simply 
“learning by doing“ as it onee did (17, p. 226). The 
shortcomings implicit in such a philosophy sre suceinctly 
dllustrated to all supervisory personnel of the New York 
Central System (2, 9. 10-5) as follows: 
sany of us were our own teachers; ve learned by 
trial and errer. Sut ve would have gotten slong 


faster and better, end things would have been much 
wore efficient in the depsrtrent, if we had been 
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Led 


given a little sore attention, end if re had been 
given better instructions. 


Widespread reslization of these limitetions has in 
reeent years brought about ea shift in emphasis within the 
field of managezent. The techniques of awnagement, for~ 
serly of peremount importance, are todey being relegated 
to a secondsry position by the movement toward integration 
of company objectives with those of its individual neabers. 
Given (12, p. 1), Fresident of American Brake Shee Corpo- 
ration, concluces that “Lately businessmen have come to 
realize that success and progress of an enterprise is the 
sum-totel of the success and progress of ite people.” 

The executive and the supervisor merit perticulisr 
consideration in this regard. As individuals they ore 
understandably concerned vith their own personal careers. 
At the same time they are responsible for implementing 
organicational policy. In this latter capacity they exer- 
cise extensive control over the performance end develop- 
ment of their subordinetes (10, p. 65). 

The importance of having fully cuelified personnel 
in all key positions is difficult to overrate. ffeetive 
selection practices couplea with conprehensive training 
are prerequisites to realization of this condition (15, 
pe 1). The characteristics of “fully qualified personnel" 
in this sense ig more then mere technics] know-how. “iles 
(14, pe 141) stetes that “Ffficient asnagesent requires 


particular ettitudes, interests snd eptitudes as well as se 
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firsthend knowledge of the work to be done.” Sehell (16, 
p. 21) corroborates this viewpoint with added exphesis on 
sttitaudes which he considers of primary importance. ‘avis 
(9, p. 6) pleces particuler emphasis on a background of 
principles which he states cannot necessarily be cempen- 
sated for by experilence and intelligence. Though each of 
these views differ somewhat it is interesting to note 
that experience, though entirely purposeful, is not in ite 
self considered sufficient for qualification of key per- 
sonnel. 

“The developzent of people to do the rerk of an 
organization 1s too important to be left to chance (10, 
pe 2)." Acoordingly, “practically all the better maneged 
industries of any magnitude are now interested in sone 
fora of executive and eupervisory training (17, pe 216).” 
These have been appropriately classified by Collinson (5) 
into two categories; on-the-job and off-the-jobd training, 
either or both of which may be operative in various cone 
cerns. 

Cnethe-job training, or development as it is 
popularly termed, refers to technicues such as understudy 
assignaents, rotation through various positions, consult- 
ative supervision, participation in committees, lectures, 
conferences, snd examples of superiors. 

Cff-the-job development refers to: College or 
University education; perticipstion in outside activities 


of a professicneal or freternel neture; extra-duty sssign- 





ments such as senegecnent of company sponscred welfare or 
recreational activities; and correspondence courses. 
Holden, Fish and Smith (13, p. 105) in a recent 
survey of a number of leading industriel corporations, 
found thet: 
the general consensus ameng comranies ehich have 
coggrehensive programs is that the most profitable 
end effective training is training on the jab for 
tie job, as well as the training of selected candi- 
dates for the job shead. This tyre of treining is 
specific and purposeful rather than general and 
abstract and is fundenental to the interests of 
both the individual and the company. 
Althourch the specific methotés employed very be- 
tween cifferent organizations they all have one purpose 
in common; the promotion and perpetuetion of efficient 


wanagenent (13, p. 115). 





isportence of training hes slwsys been recognized as a reo 
quisite to the efficiency of the naval establishment (15, 
pe 5). 4a Cope (6, p. 177) has expressed it, ""e ere 
never finished with schooling in the Navy; even the 
ecnirals go to school, and eontinue study of their pro- 
fession as long as they serve.” The Chief of Navel Opere 
ations in his last report to the Seeretery of the Navy (1, 
p. 30) stated: "Tne Navy sainteins a pelicy of assuring 
| all its personnel continuous professionel training.” The 
concent underlying this policy (3, p. 8 ) is that: 

The continued efficiency of the Nevy cepends nore 


upon the constant and balanced development of its 
personnel tian upon any other single factor. 





esponsibility for carrying out this solicy is 
fixed by Nevy Regulntions upon the various bureaus of the 
Navy Cepartsent (21, p. 45) and upon all commanding officers 
(21, p.- 23). Im general academic training through Navy, 
silitary and civilian institutions is coordinated by the 
bureaus and developrent of personnel while on the job is 
coordinated by commanding officers. 

The development of Supply Corps officers is setome 
plished by various means: rotation of duties, education, 
treining in industry, the Navy York Iaprovement Progran, 
and treining on the Sob. 

Retation through esrefully selected tours ef duty 
both at sea and sshore is fundemental in the nevel service. 
This ie the principal means of officer development; the 
objective being “the transfer of individuals after relae- 
tively short tours of duty to billets reguiring troader 
responsibility (1, p. 35)." Normal tours at see currently 
approxiaate eighteen months in duration and shore cuaty 
ususlly ranges from two to three years. Duration of tours 
ashore are on @ sliding scale which incresses with advance- 
ment in rank. 

The rotation pregran is synchronized with full- 
tine edueation in aeheols and colleges (See Appendix A). 
However, due to monetary, tine and personnel limitations a 
complete progran of this Kind is not available to all 
officers (4, p. 5). Approximately nine percent of the 


supply Corps officers are currently participating in tris 


lee ee te eee wm eee | ~~. 
- * eed ae ee ees fe me el 
ee, Gees ee ae tee ee ere ae 
PO ir ery i 
oF SP pee 6 feel eed et ee & re 
1D Pee ee be ee ee es oe. . cee 
—— et | A Oe 
te ew i ee = eee 
PPD. (mmm oe emmy, et ee Oe eet 
ere cree ae ome ote ce 










- & (ees © mene oe ee ee 
Ome Wee 0 eee tet, ie ss ga 
2 ee 00 tle om ee 
Ot eel ee eee wee 
ee et «4 i Ore 
SOR ad hati 0) dete in ime 
om) ee 4 ee) mmr tLe 
le er le Wee i een 


a dia 


es Std te, - 





‘. 

















—— 





7 


program, cost of these are receiving basic indoctrination 
and @aacation. Opportunity for professional self-education 
is also sfforded through the Nevy Correspondence Course 
syste (7, p. 54) which offers courses on most aspects of 
Supply Corps work as well as swilitary subjects. 

A “training in industry" program (20, n. 5) wes 
inaugurated Hay 1946 unéer sponsorship of the Sureru of 
Suppiies and Aecounts and the Savy Industrie] Association 
for the purpose of establishing 8 close working reiation~- 
ship vetween the Hayy end Industry. ‘Susply corps officers 
participating ere assigned te leading industrial corpora- 
tions for a period of three moaths curing which they are 
given an over-all] picture of daily operations of the busi- 
ness end not infrequently sctually take over = particuler 
position. Frarticipation is rether limited since the pro- 
grax is normally an adjunct to posterraduste training in 
business administration. However, 1¢ is being extenced in 
@oplication and is being modified to provide for tenporary 
exchange of personnel] betreen the Heavy end Industry. 

The York Improverent Program (23, p. 230) is 
directed ty the Under Secratery of the Havy through the 
Office of industrial Aeiations. This prograc, Gesigned 
primarily for civilian personnel, is conducted xt #12 
activities with three hundrad or more civilisn exployers. 
Comsanding officers ere instreeted to require officer per- 
gonnel to participate in the advaneed supervisor treining 


phesze (23, p. 230-19). Presentation 13 primerily by 
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lectures <iven during regulsr vork hours which cover four 
ceanecenent topics, two humen relations topics, snd sixteen 
civilian employment topics. 

In addition to the foregoing developrenteal teclL- 
niques specifie provision for training while on the job is 
made by Navy Tegulations (21, p. &3). These provisions 
ere as follows: 

The Coaganding Officer shall: endeavor to incresse 
the specialized and general professional knowledge of 
personnel under his command by the frequent conduct of 
drills, classes, anc instruetion...3 Eneourage and 
previde assistance to the personnel under his comand 
who seek to further their education in professional or 
other subjects; (and), Detail... (afficers sith less 
then two years commissioned or werrant service)... to 
ae uany duties successively as practiceble. This 
retation of duties should be completed during the 
first two yeers of the officer's commissioned service. 

The Sureaa of Supplies sané Accounts Monthly #ers- 
letter ocessionelly includes brief erticles describing 
training prograns et certain neval sctivities, VYorever, 
since responsibility for these prograss is decentralized, 
information coneerning nethods commonly employed could not 
be sseertained by means of rvailable literature. 

itetement of the problems. The various training 
progrezs of the Supply Corps are designed to provide for 
constant and balanced developsent of its officer personnel 
im accordance with Navy training policy. This objective 
requires comprehensive training and guidance of personnel 
during their entire service careers. Business and Industry 
has found that this objective can best be met by develop- 


ment of personnel while serving on ea job. In view of 
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lisited information availisble, there exists a need for 
appraisal of this srea of training in the Supply Corps. 

The need for such an appraisal is also supported 
by consideration of other faetors. These are as follows: 

1. Limited participation in advanced educational 
prograns, the Training In Industry and the “ork Improvegent 
PrOSTassS 

2. Serhardt's recommendation (11, p. 68) that 
research be conducted to determine "the sdequacy and poten- 
tials of training provided by the rotation of billets at 
major supply activities to give the individual officer a 
well-rounied understanding of the Supply Xission.” 

3. The possibility that tours of duty may be 
extemed in duration as a means of curtailing federal 
expenditures required for transfer of naval personnel and 
their derendents. 

it is the purpose of the present study to eeet 
this need by an exploratory survey of a representative 
sexple of Supply Cerps officers. Inforsetion recuired con- 
cerns the nature, extent and effectiveness of prevailing 
practices as well es the attitudes of officer personnel to- 
ward them. It is expected that this information will pro- 
vide a fairly accurate picture of cfficer development 
within organizations of the Supply Corps. It is also antici- 
pated that the findings will provide a besis for specific 
recomendations rhereby the effectiveness of officer cevelop- 


gent in the Supply Corps may be improved. 
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PROCEDURE 

C thi - the present study was 
initiated by a review of literature in txe field of exenue 
tive anc naval officer development. The increasing 
ecrhesis on industrial efficiency has brought forth a 
wealth of material on the subject of orgenization and 
management. An important aspect of aenegesent which ie 
comprehensively discussed pertains to personnel develope 
rent both on the job and off the job. On the other hand 
literature concerning tunis subjeet in the Navy Supply 
Corps deals primerily eith officer development off the job 
aad only to ae lisited extent with the aspect of develop- 
went on the job. These sources of information vere 
utilized for introduetory menterial, as a basis for the ques- 
tionneire and also in tie discussion of findings. 

The primary method of research consisted of 
sedled questionnsire (See Appendix C) which was developed 
to accomplish the specific purpose of the present study. 
These questions were designed to elicit fron the officers 


sampled, facts, opinions and experiences certaining to 


‘Gevelopmental practices observed or utilized in their career 


‘development. The questionnaire was distributed on January 


17, 1950 and the last of the questionnaires returned was 


| received on March 16, 1990. Data obtained from this source 


provided a body of evidence from which the present status of 


A 


iy 


i 


Supply Corpa officer development on the job was evaluated. 
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The first step 
in the construction of the questionnaire was the phrasing 
of questions designed to elicit pertinent attitades and 
experiences of officers sampleé. Severs] questions were 
also developed to provide data by which the individual 
officers could be classified for evaluetion purposes. In 
order to facilitete responding to the questions the mul- 
tiple cholee and gradation of values form wes used wherever 
possible. In those cases where objective questions vere 
not satisfactory free-response questions were developed. 
The immediate objective in phrasing the questions was te 
provide simple and direct inquiries. Space was provided 
following those items which it wes thought would provoke 
comment. 

A letter of transzittel was also prepared (See 
Appendix D). The purpose of this letter was to explain 
briefly the reason for the survey and to assure the parti-g 
cipants that their anonyszity would be sreserved. 

These guestions and the letter of transzittal were 
then submitted for analysis to the thesis adviser and 
certain officer personnel stationed in the area. This teste 
ing procedure resulted in several improvements to the pros- 
pective questionnesire. 

The finel step consisted of reproduction of the ques- 
tionnaire and letter of transmittal snd sailing of them to 
the officer sample. ech letter of transzittal was signed 


and franked, self-addressed envelopes were enclosed. 
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Belection ef the sapple. The stratified sample 
(8, p. 28) was selected as the most aprropriete sampling 


teehnique particulsrly in view of officer ranks, gradations 
of silitary authority. The strata consisted of the ranks 
of Ensign through Captain. The rank of Admiral was not 
ineluded in the survey since the maximum sample of this 
etrateam was only tro officer personnel, 4 proportionate 
Semple, ten percent, was randomly selected in each stratus. 
A direetory of officers was obtteined from the Buresu of 
Supplies end Accounts (Code OPT) for this purpese. The 
entire sample thus consisted of three hunired end two 
officer personnel throughout the novel establishment. 

Analysis of the sample indicated that one hundred 
and eighty individual naval stations were represented, or 
approximately en average of one and tvroethirds officers 
per station. Twelve types of maval organisations were 
principally involved such as ships, air ststions, depots, 
staffs, schools, shipyerds, hospitals, ete. with regard 
to geographicel location of personnel, fifty-tre were found 
to be aboard ships, thirty-nine ashore outside the United 
States, and the balance within the continents] limits of 
the United States. 
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presents date on participation of the personnel sazpled. 
Two hundred and five questionnaires were returned for an 
average response of 67.9 per cent of those queried. Kost 
of the returned questionnaires, 155, were received within 
two weeks after sailing. The balanee, principally those 
from personnel stationed saboerd ships or outside the 
continental limits of the United States, were received in 
the following six weeks. 

Cf the 205 questiennaires returned six “ere not 
completed. Three of these were returned intact because the 
addressees hed been transferred to new loestions and forward- 
ins nddresses were unknown. The other three were returned 
by Ensigns who having had little service preferred toe refrain 
from completing the questionnaire. The following stateszent 
is qucted from a letter received from one of these Unsigns: 

Y regret that I must retura your questionnaire 

umansvered, but I do not possess enough experience to 

give you any benefit from my answers....se.s.0in the 
four end one half years I have been in the favy I heve 
been attending schools and have not held eny respon- 
sible positions of authority. 
Sisstlar reasons were given by the other tro Ensigns. ix- 
cluding this rank from the participating group the average 
response was 72.3 per cent. 

Table II presents deta pertaining to persons] cherac- 
teristics and naval service particulars of the personnel 
returning completed questionnaires. Uxeenpting the rank of 
Captain, age distribution within the ranks is markedly 
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TaBLE I 


PRETICIFATION OF CFPICER P°ROOHVEL TARPLED 
BY RANK 





Suestionnaires seturned 
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skewed toward higher ege levels. This was due srineipally 
to non-commissioned service of persens in each of these 
ranxs. it was slso noted thet some persons apseared to heve 
entered the naval service shen older than the usuel sage of 


entry. Over one fourth of the perticipants, 27.5 per cent, 


have completed at least one vear of post-graduate work, 


— 


41.z ger cent are college graduates, 17.6 per cent heve com 
pleted an average of 2.4 years of college and the remmining 
13.6 per cent heave not attended college. The hulk ef the 
participants, 90.4 per cent, sre regular officers, the 
others being temporary and reserve officers, The saiority 
of the participants, 91 per cent, sre classified as generel 
service officers, the others being specisliste. The 
aifferences between sean years of service in each rank 
approximates two yeare excepting between the rank of 
Commander and Captain whieh is s difference of twelve years. 
An inverse relationship between ranke of officers and the 
propertion of officers with setive service other then come 
sissioned is well defined. This category does not inelude 
service at the Heval Academy. In the rank of Captain none 
of the participents have any active service other then cone 
wissioned; however, with each adjacent and junior rank the 
proportion of officers with other active service increases 
procressively to a high of 94.7 per cent of the fnsirfns. 
This distribution else is markedly skewed by several persons 
in each renk with extremely long non-commissioned active 


service. 
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Table III presente the particulers concerning the 
eurrent placement of officers participating in the sturvey. 
Rech of the principel types of organization are equally well 
represented in terus of the ssaaple distriruted. Trpes of 
orgenizetions classified “Other” ineludes %chools, Pxuchanges, 
Coamissary Stores, ROTC Units, and a variety of singular 
orgenizations such as Isiand Trading Companies, Market 
Sffices and Supervisory Cost Inspection Offices, The assign- 
gent ef the participants within these organizations is dise 
tribute) easong every supervisory and executive level. The 
positions classified "Other" include fourteen students, six- 
teen personnel as assistants to otuier offieers, six instructors, 
four exchange officers, three logistics planners, two liaison 
officera, two hospitalized officers and a miscellany of other 
positions. HKightyesix ané nine tenths per cent of the parti- 
cipants supervise other personnel either directly or 
indireetly. Those few exercising supervision only in indirect 
foshion are in advisory positions and in positions as sssisq- 
tants to other officers, Those exercising no supervision 
include the students, hospitalized persennel, some staff per- 
sonnel snd several of the assistants to other officers. The 
personnel sapervised by the participents include 3211 catee~ 
gories of exw personnel, Sixty-four per cent of the 
participants in supervisory pesitions exercise supervision 
over civilians, 60.7 per cent exercise supervision over 
enlisted personnel and 36.7 per cent exercise supervision 


over officer personnel, Fifty per cent of the participants 
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in supervisory capselty exercise supervisien cvar nore than 
one eategory of naval personnel. 


etive guestion With « few excep- 





tions in every rank the objective questions of the cuestione 
maire were ali answered by eech of the participants. for 

this reason it will be observed that the number of respenseas 
(8) reperted usually varies slightly fros the pmeber ef parti- 
cipaents returning coupleted questionnaires. In wany cases 
edditionsl] inforustion was offered by participants through 
epecifie comment supplesenting responses to tine objective 
Questions. Lvaluation of the data by rank of the puerticipants 
revealed little or no variance except in a few instances 
which have been noted. 

Tadle IVY presents the resooases to question thirty- 
four of the questionnaire, “Khich ef the foliowing requisites 
for effective organization of personnel were got regularly 
observed in activities at which vou have served?" Thirty- 
Mine per cent of the participants iniicated single exceptions, 
30.0 per cent indicated two or xore exceptions and 31.0 per 
eent indleated that ali of the principles coneerned nad been 
regularly observed. The proportion of officers in eech rank 
reporting exceptions to these organizational psrineciples was 
50.0 per cent of the Captains, 67.9 per cent of the Comanders, 
S7el per cent of the Lieutenant Cowaandcrs, 72.1 per cent of 
the Lieutenants, 80.0 per cent of the Lieutenants Junior 


Grade and 6&.& per cent of the fasigns. 
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fable V presents the responses to question nine, 
“Yow many personnel do you supervise? Inule-te the nuxber 
Girectly supervised." The greatest number of personnel 
directly supervised was 710 which was reported by a iieue- 
tenant Junior Grade who reported this sawe number as the 
totsl1 nuxber of personnel supervised by him? The next 
highest nugber of personnel directly supervised was four 
hundred which was reported by a Commander who reported 
seven hundred as the total nuaber of personel supervised 
by hin. The grectest nuaber of personnel directly supere 
vised by any one officer in the other ranks wes seven for 
Captains, three hundred for Lieutenant Commanders, cone 
hundred and ten for Lieutenants and seventy-six for  onsigns. 
Table VI presents the responses to cuestion thirty- 
five, “In your opinion which of the following responsibilities 
of an officer-in-charge or in comupand of an setivity should 
be post important?" Distribution of the responses by rank 
revealed a dichotomy of opinion in all ranks, except Captsins 
end Ensigns, between the option "Day to day efficiency of the 
station” «nd the options pertaining to development of officer 
yersonnel. The sejority of Captains ond Ansigns selected 
day to day efficiency as sost important by » response cf 
66.7 per eont in ench of these ranks. The following comment 


wes received on this question from a Captain, a Commander, 8 





1, Wanifestly in error. Six other officers responded 
similarly, each of thex directly supervising the total 
number of personnel under their suyervision wich was 
over sixty in each ease. 
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* If those who claim direct supervision of over rifty per~- 
sonnel sre eliminated as upreliatie the sean yk: or "Beg em 
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TALS! YI 


AMLATIVE RESPORBIBILITY OF 4A OPPICRA~TR-CHAZOR 
FOR STATION OPERATION 20D OFFICER 
NEVELOYSENT §2 RVALIATED 
RY FAATIC (PANTS 
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Responsibility ranked by 
popularity of the option 
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Bouree: ‘lesvense to question thirty-five of the (are tiomsetre, 





&$ operating funds dwindle the value of plenned 
training programs #111 become greater end grester. In 
order to permit efficient expansion in tive of emergency, 
i believe a training prograg for officers should be 
developed even if it resuits in sone interference with 
the efficiency of day to day operations. 

Is this question seriously steted? Certeiniy the 
primary objective is to give Uncle San his meney's 
werth, not to run e country dey school, 

Possibly I am optimistic, but it appears to me that 
ésy to day efficiency can omly be achieved with e pro- 
gras thet develops an officer's qualifications both for 
a specific job and for his long-range career, | sasume 
of course that the officer is interested in his cyreer 
future. Leck of this development program with an 
interested officer can only lead to job dissatisfsetion, 
which is reflected in everyday efficiency of the orgsni- 
gations operations. 

Table VII presents the resnenses to question thirty, 

"To weet the continuing needs of the service, what is your 
opinion of the order of importance of these facters in tne 
assignment of en officer to billets of an organization?" 

The renking distribution preduced =» prominent modal group in 
the ease of the first option, "Qualifications of the officer 
for the billet." Sixty-two and three tenths per cent of the 
officers ranked this faetor as most important. The fourth 
factor, "Billet Commensurate to rank," also shows a Cegree 
of consolidated opinion with 46.7 per cent of the officers 
ranking this factor in fourth place. In the case of the 
other tre factors ranks assigned were well dispersed through- 
out the renking range of one to four. ‘orty-one of the 
participants, 21.2 per cent, ranxed the faetors in identical 
order with the total average ranking. The four persons 


renking cuelifiecations in fourth place included ene —Jsign 
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and taree Lieutenent Commanders. Lach officer renk sas 
eyuslly well represented in all of the other eveilleble 
Options excepting the rank of Captain. This rank of Coptain 
was not represented in the rankings of "Career requirements" 
in fourth place, "Officer qualifications” in third and 
fourth place and “Fillets commensurate to rank” in first and 
secon! plsee. 

Table VIII presents the response to question thirty- 
one which in reference to cuestion thirty asks, “From your 
observation would you se: thet this policy is observed?” 
Only one person, a Lieutenant Junior Orede, responded thet 
3t was elways observed and three persons, twe fneigns and 
one Commander, responded that it was never observed, The 
distribution of responses made ty the forty-one officers 
whose responses to question thirty were identice] with the 
average response to that question was; 4.3 per cent “never 
observed," 45.8 per cent “seldom observed" and 46.4 per cent 
“usually observed.” Your of these officers, one in e#eh 
rank of Lieutenant Junior Grade through Commander, commented 
respectively as follows: 

Billets are swarded by rank rather then ebility. 


Usually vaesneies in the organization and billet 
commensurate to rank seem to control. 


Too many square pegs. 

Shortages of officers and prerogetives of superiors 
serve to make conditions of thirty (question thirty) 
impossible. 

Kany of the other participants also cogpented on 


this question. The following statenzents ere «ucted from 
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some of their cuestionneires end typify the veriety of 
comments received: 


Tre usual assignment of officers is based on chance 
end a vacancy existing dne to detachment of on officer. 


Vacancies in the organization is norgeplly tre yovern- 
ing faetor in duty assignments in the field. 


Hach senior officer at a locsl station is gore con- 
eerned with current results than future planning. If 
often an myself. 


Rank does net sean cuelification ss many officers with 
the rank de pot Know their jobs. 


Persenal desires must be subordinated te ter’ ice 
requiresents. 


Almost invariably = vacant billet is fiiled regwre~ 
lees of an officer's qualifications. 


Ever present polities prevents “always.” 


Ag firely convineed that the pocrest job the Anvy 
does is in selection of change of duty for officers. 


ee —— a — a 


Toe much eaphasis is now placed on rank sod temporary 
efficiency of crganization. 


Table IX presents the response to questions thirteen 
and fifteen. Guestion thirteen esks, “Toes your cuslification 
Jacket, section six of the fitness report, inileete the sore 
 -pesponsible duties for which you sre in training?" Pesponse 
from Bnsigns and Lieutenants Junior Grade was almost equally 
 «@ivided between "Yes" and "So." In the ranks of Lieutenant 
through Commander the ratio of those responding "Tes" to 
_ those responding "No" is approximately one to three and in 
the renk of Captain all responses were in the negative. 
Comments received were: 


Yes. Coesn't mean very much. fy experience has 
been that this entry is mcre or less reutine, 
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Yes. Worwally st&tes ‘qualified for any job or 
Guties commensurate with the rank of Lieuterent. ! 


Yes, but do not believe thot the officer who axtes 
my fitness report out is gualified in queiifying xe 
fer that positica. 

Ro. It is felt that more sdvanced information 
concerning prebable ‘field’ of \upply to enich you 
ere slated to be treasferred in next ensigoment 
would enable efficer to utilize a1] locel feellities 
in prepsration for same. Tour te five senths is 
recommended. 

euestion fifteen asks, “Io you consider thet your 

qualifications Jschket accurately and completely refiects 
your cepabilities?” The ratio of insigns responding “Yes” 

to those resyonding “No" was about tro to one, Lirutenents 
Junior urade, Lieutenants and Commenders were closely sivided 
pro and cen. Lieutenant Cesnmanders and Capteins responded 
principally in the negative, the ratio of affirmetive te 


on; 


negative responses being aboat one to two. ifty-T ive 
persons commented on this topic, The following sts tesents 
are quoted to indicate the variety of reaorks goede: 

Information is there -- but doubt if it Ls observed. 

The qualifiewtions jacket shots the verious duties 
which an officer has performed. Tt coes not necessarily 
show how well le performed them. 

Insufficient data. It is felt thet each officer 
stiould be required to sub#it a personal comeent concern- 
ing his capabilities, ae a part of ench Fitaes# report 
subsitted on hisself. 

Being ‘eormarkeé' as a ogchine sccounting pecialist 
witHout official designation is of no value to a mere 
sonally or to the “avy. 

it does not cover non-neval retivities thoroughly. 


I believe a Very experienced Suvply Corpr Ufficer 
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could analyse my c#psbilities from tow ,eeeet but chet 
it is not 2 reelly securet® guide for the puryote 
intended. 


I beliewe the qualifiention jacket contelas little 
or no useful inforsation. 


Information therein is too sxetehy and )ecket 
ppparently not used by commands reperting to. 


Fluetuates ss a result of referting Pemiors rather 
than eapability. 


Not enough Getail included by reportin seniors. 
Suggest inclusion of sn annus] summary shemt to reflect 
tn getail duties performed during the preeeding year. 


hy jacket shows that I am therourhly queiified in 
ell pheses of general supply then setaalily - en not. 


No aotations eas te guBlifiecstions se uired shile 
performing collateral duties. 


According to the jecket I sm best quelified for staff 
jutzp only. I heve demonstrated alility in other fields. 


it is not kept up to dete other then for tire or 
four words deseribing new assignnents, 


Table X presents the resyonse to Guestion fourteen, 
“how often hnve you been shown your fitness report’” OSnsigns 
on@ lieutenants Junior “rade were the only ranks responding 
in all optional degrees. 

Table XI presents the response to cuestion sixteen, 
"ho you believe a frank and comprehensive digeviseion of Tite 
ness reports between individual officers reported eral tpeir 
reporting seniors would be beneficiel to indivivtel officers?" 
The cuestion also sought to ottein inforsetion oerteining to 
onrortunity efforded the oarticipents for such * @isevaeion 
by asking, “Whet has been your experience In tiie regerd?” 


One hundred sanded eigitty-two of the participents resrotided to 
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this query rith one hundred forty of them specifically 
stating their experience in terms of frequency. These 
copzents were classified in two groups “*Ususlly” or 
"Always" and “Rarely" or “Never.” Comsent received from 
those stating they did not believe such 2 discussion of 
fitness reports to be beneficial were: 


I believe s frank and honest report of eny indivi- 
dual efficer should refleet his shortcomings and he 
should then correct them accordingly. 


Fitness reports have become routine and wre either 
very good to excellent or very bad. 


Eevortigg seniors as contrasted with officer's 
immediate superior ("he in fact makes out tie fitness 
report) do not know officer vel] enough. 


Reporting seniors might heave a tendency to ‘rate up' 
fitness reports, even more so than at pregent, es a 
result of a fear of frank ciseussion. 


Absolutely not. Fy presenting ny case, the Commmnd- 
ing Cfficer could be persuaded to change his estimates 
of my ability. 


Aetually I am definitely civilien minded when it 
coses to fitness reports and promotion -- to ne a 
fitness report ‘report card! is too much like school 
days. In civilisn life a man is told of his shore- 
conings and what is expected of him and if he praduces 
he doesn’t have to wait his time -- he is immediately 
promoted -- he has no report cards kept on him to infer 
that he 1s still a school boy rho requires periodic 
grading. To answer the question -- fio, 1 have not 
discussed or had gy fitness reports discussed 2nd em 
not in favor of it. 


A great variety of comment was asde in response to 
this question by participants who stated they desired such a 
discussion, Several comments have been selected from e@ch 
rank for quotation. These comments sure illustretive of ell 


comments received. 
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fave always done this with my own juniors. Sy seniors 
have done it only when they knew what they were doing 
when they drafted my reports. 


& diseussion of fitness reperts net only improves 
morale but develops the officer. 


Very little es a junior -- have been reluetent and 
negligent as a senior. 


Diseussion seldom voluntarily initiated by reporting 
officer, Junior officer usually mist request discussion 
if dissatisfied, 


Such discussion hes been of mutuel benefit ito report- 
ing seniors and myself. 


I have always sppreciated discussion cf my own, and 
always discuss with eech offieer who I report on. 


It has enabled ne to overcome shortcomings of which 
I was not aware. 


Frank discussion nas enabled me to improve itums not 
entirely satisfeetory to ny reporting senior. 


Save frequently discussed various aspeets of fitness 
reports with inmediste superiors. Consider ayself 
reasonably well sware cf sy shortcomings, ss well as 
wy capabilities. Objective discussions of professional 
and personal qualifications sre of definite value. 


Fortunately I have reeecived very good reports. “ore 
ever I heve observed others not so fortunste and know 
they wished for the opportunity to telk it cver @-- yet it 
vag not so encouraged. 


Wy seniors heve slvays taken the position thet they 
vould diseuss only unsatisfactory fitness reports. I! 
have never had an “nesnt., therefore never bed s cise 
cussion. 


Few senior officers will diseuss “itnets reyorts. 
When they do, they tend to talk ‘down’ to the officer 
being reported on. 


I heve alweys been shown my fitness report. (#jorte 
ing seniors have always welcomed ciscuasion of fitness 
repor tse 


test of the officers marking me have just let their 
secretaries hand se my report. I believe they should 
discuss me frankly. 
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I heve to asvume fron continued good relotions with 
ay superior that my work is smtisfectory. I would 
welcome criticiss. 


One C.0. gave we a low mark on one item. ‘hen we 
discussed it, he discovered he hued we confused with 
another officer. 


many line officers who are now C.0.'s heave never had 
the experience of judging the qualifiestions ¢f Aupply 
Officers and do not know «hat they should use as a 
basis of judgement. 


harely cdiseussed. elieve reportine seniors should 
point out elezents which need improvement, even though 
assigned grade is high. 


fith one line ©.0., USNR and one tedical ©.0, —= 
on their initiative -~ frank but not coubrelencive, 


I have never received benefit from ay reporting 
senior because I heve never been invited into such e 
discussion. I have Gisecussed with junior officers, 
as reporting senior, their weak points which I believe 
should be corrected by thea. 


1 don't believe my reporting seniors hove been cone 
pletely frank about my shortcomings but have been good 
about commending on jobe well done. 

‘Afraid to discuss the matter with reporting seniors. 

Some reporting senicrs not felt to heve been fully 
cognizant of your actual perforsance during period 
coverec by report. “his feeling could be alieviated 
ky diseuseions of this type. 

Sot only at tise of submiesion ef Pitness reports but 
continually an officer's deficiencies sand seriteriots 
aets should be discussed, 

If there are shortcomings they mey be corrected. If 
they are good reports they ect as the omly compensation 
an officer gets for a job well done, 

Table XII presents the response to juestions Seventeen 

and eighteen. uestion seventeen asks, “Shich ef the follow- 
ing, in your opinion, should be the primary basis of Fitness 


report detail recosmendaticns for future assignment of 
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officers reported.” Tistribution ef responses within 

each rank were approximately proportionate except for the 
fect that none of the Captains or Commenders selected the 
factor “Assignrent to duties for which slready fully quali- 
fied." 

Question eighteen asks, “In jour opinion what res 
the prisary basis of typicel detail recomeendetions entered 
om your fitness reports?", utilizing the sate cptions 
listed for question seventeen, Distribution hy rank revesled 
little variance exeepting for Captains, «11 of show selected 
"tesignnent to duties for which «lready fully quelified." 

fTeble XIII presents respenses to qvestions eleven 
and twelve. {uestion eleven esks, “ire you receiving train- 
ing or guidance to jmproye your qualifications fer the 
positions to which you are currently essigned?”, and further 
asks of those ansvrering in the affirmative ““eserlice briefly 
how vou are being trained." The fourteen cfficers under 
instruction at neval or civilien institutions sre net ine 
cludeé in this table. ‘eventy-eifht or 42.1 per emat of 
the participants responded “Ses” and one humired ane seven 
or 57.6 per cent respended "So." Forty-five of these 
responding "Yes," 24.2 per cent, indicsted they were Seing 
trained through duty stetion prograes cr puidence end thirty 
three, 17.2 per cent, indicated they were treinide theme 
selves on their orn initiative, feseriptive stetesents of 
tiia@se participating in duty wtetion progreas were of the 


following natures 
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Training filas, lectures tnd tours ef verlous 
Divisions of the Gareau other than own Teoartaent. 


By assignment of projects in connection ith the 
duties of the office end ty detailed explanation of 
certain phases of the work by supervisory verwonanel 
thoroughly femilier with it. 


I am ettending weekly classes cf the ‘ork Improve- 
ment Program conducted by the Faval Supply Center 
training people. 


By suggestions and recoumendations of iumeiinte 
senior, attendsnee at conferences, coopers tien of 
juniors in expleining programs and preceures. 


Some guidance hes end is being receivel from senicr 
supply officers on inspections, both off lejal and un 
official. 


Ro foram] training. 


foh training. 


> 


Corking under department head, on 

Hleetrie Accounting Wycbine course (one hour a week 
for seven weeks). Conducted by representytive of 12H 
COPD. 


On-theejob plus instruction by Supply ene Fiseal 
Cfficer. 


beseriptive statements from participsnts whose 


responses indicated self-developuent efforts were of the 


following nature: 


Correspondence courses and routing persons) troining 
sohedule of manuals. 


atuay end researeh of various logistic information, 
periodicals and treatises. 


P.0. course at Columbie University - tnév etrial 
.cononics. 


“nrolled in Seval Correspondence Courses - ‘avy 
begs., Military Lew, etc. 


Raval “ar College Correspondence courte in Logistics. 


Practical experience in tne field (selool of hare 
knocks). 
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Question twelve asks, “tre you perticipeting in eny 
fora of training or Geveloppent program fer a more respon- 
sible duty?“ and further esks cf those respoading in tne 
affirmative “Neseribe briefly how you are bring treined.* 
Ninety, £9.2 per cent, responded "Yes" ond ninety-three, or 
50.2 per cent, responded "Ko." Of those answering in the 

ffirmative twenty-nine, 15.9 per cent, iniiceted they were 
participeting in duty station progrens and fixty~ome, 33.3 
per cent, indicsted self-developuent efforts. Teacriptive 
stetements of training methods were iargely similar to those 
received in response to question eleven. The few stetements 
ésffering therefrom were of the following artures 

Im the absense of the Supply and Fiseal officer t 

set for him including representing him in verious h.k.s. 
hosrds established ty the C.0., Ness. 

®as understudying Pre. Div. Cfficer, becoming familier 

with Frocurezent preeedure preperatory to teking over 


Division, whea erdered to the hospital. 


Kxyperience threugh inspecting and reviewing Inspec- 
ticn Reports of Supply Activities. 


I am enrolled in a CPA Review Course in evening 
school, I expect te sit for the C’A exam. ip May 1950. 


Correspondence course on Navy fegaistions umker 
etetion *Ofrf Suty Training frogres. 


Wome Study -- subscrike to such things as “The fer 
College Infcraation Cervice for Officers,” ete. 


» OSKAFI eorrespondence course in accounting. 

Currently under instruction obe evenlm )*T reek 
(sixteen week course) offered at no comt by —tynderd 
S41 Comeany covering management of Fervioe tations, 
fuel storage end processing. 


\uestion forty, which supplement? questions eleven 
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and twelve, sought to determine more specifieelly the 
existence and nature of duty station planned development 
prograzs. Twenty-seven of the perticipants reported in- 
service or guided development progrens et their sctivities. 
Exclusive of officers under instruction this constituted 
14.6 per cent of the participants. flescriptions of these 
progrems are quoted below. The frequency of identical or 
similer descriptions 1s in perenthesis following the 
quotations 


Scheduled rotaticn of assignments among junior 
officers has been established sllowing for six months 
to e year in each billet, depending on seope of parti- 
culer billet. (8) 


Officer class under W.1.P?. (York Improvement frograg, 
Industriel Keletions Dept.). Usually for it. Cosirs. 
and junicr. (6) 


&4ll officers are requested to take as many corres- 
ponéence courses as possible. (5) 


A Bureau fagiliarization course has recently been 
established. It provides that officers reporting will 
be taken on guided tours of the Bureau and that in each 
division an officer will be designated to explain the 
functions and procedures in effect in each division. 
Companies such ss the IBA Co. conduct brief courses in 
the use of their machines and vroecedures. Ali SC 
officers sre encouraged to take such courses, perti- 
eulerly if they sre detailed where the instruetion will 
be of practical value in their assignment, (2 


Training movies and lectures for all hands twice 
weekly. Yrerlods cover instruetions mainly for indoc- 
trination in naval procedures and current trends 
affecting policies and future plans affecting personnel 
and service. 


Bese defense organization and drills - "sdéiological 
warfare instructions. (2 


Table XIV presents the response to question forty- 


five, “How would you rate the effectiveness of training and 
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TABLE XIV 


EFVECTIVENNSY OF OFFICER TRAINING al 
PEVALOPRERT AT DUTY CPETTION. GHNPE 
PARTICIVAWPS HAY) CRPVED 











& Degree of Lffectiveness 
: (H~135)* 
Se en ee 
Rank of 1 i ¢ $ 
Officers 1: Effective : kffeective : Satisfactory, : Not 
t and t but : Ample feom 5s bffective 
: Extensive : iimited +: fer Improve- i: 
2 H $ ment $ 
t ; 7 : ‘ 
g : $ : 
Captocese ? - $ - : 3 3 = 
3 $ ¢ : 
CEPescoeve ¢ 2 $ 4 : 43 * 6 
: : t : 
BOOP cccse - $ & 4 2i t 3 
8 $ 3 5 
WEA ssctes s pA $ 4 3 26 % 5 
: : : : 
LBIGsccceo ? a $ g 2 16 3 5 
2 H 2 t 
EM@sessso 3 2 3 4 $ 2 , 2 
t : 3 $ 





z 3 3 5 
Totals. : vj i 28 2 fa) : 21 
$ g : : 
Per cantt a : . : 
ef No. 1 Sea H 20.7 H 53.5 ’ 1546 
? : : ' 
) 3 z A So =e 


*Sixtye-one other participants retponded thst ne progress Was 
observed. 


Pouree: Response to question number forty-five of the ques~ 
tionnaire, 
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development of officers in Sunply Corps setivities at 
which you have served?” Thirty-five officers cf various 
renks commented on this topic. Representative quotations 
are: 
Yorklose hes not pernitted formal program ef training 
and development. Training and cevelopsent are ¢gsined as 
® result of rotation in billets. 


Experience has been the principle teacher at activi- 
ties at which I heve served. 


SuvandA should initiate an overall training progres; 
one for shore setivities and ans for afloat ectivities, 


Zost €C.9.'s and &.0.'s are *o.concerned with their 
own jobs and desire to be recognised so as to be promoted 
that training of subordinates is entirely overlooked. 


Bost of the programs are poorly orgenized and they do 
little to stimulate an cfficer's interest. 


I nave not come in contact with an setive training 
progranx for officers in seventeen years of service 
including a tour at BuSandé. 

Table XV presents the response to question thirty- 
six, “Nave officers reporting to duty at activities at which 
you have served, in your opinion, received adequate indoc- 
trination prior to assignment to duty?" Eatings assigned 
the listed indoctrination areas were quite proportionate in 
all ranks excepting thet of Captain where none of the aress 
were rated "Thorough." The sodal group of ratings on Physical 
Plant, Crganization of the station and Rasic operating policies 
were in the "Adequate" category, constituting 59.8 per cent, 
468.2 per cent and 53.9 per cent respectively of the parti- 
cipants. The modal group of ratings on personnel policies 
were in the “Insdequate" cetegory and constituted 50.5 per 
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TABLE iV 


ESPACTIVinESS OF OFF ICAR TADUCTRISATION 
AT DUTY STATIONS PRIOR TO 
ASBLORKENT OF OF YICERS 
TO DUTY 





Number Aating Taectors 





* i 
: i 
indoetrination 1 ; 
ireas anked : & 3 t 
" by t : Thereough : Adecuste : inadequate 
Pe a ee ee a a ee 
1 $ ! t 
: $ 3 $ 
Physical Plant.... : 189 ; 25 + Big ; i 
: : ; : 
Orge of the $ $ t ' 
BtSthonscesccccee 8.191 3 30 t 92 ‘ 69 
t : : t 
Basic Cperating i : ’ : 
Polieisascssicocee ¢ 191 1 Lé : 102 : 
: : : : 
Personnel felicies : 192 1 1i 3 S4 : 97 
PY 4 t Py 





oy average rating achieved by assignment of values to 
verbal rating. 


Source: Question number thirty-six of the questionnaire, 
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cent of these rating this item. The propertion of "adequate" 
retings to “inadequate” ratings waz low in every csse, This 
ratio was one to two for Fhysical Plant, one to 2,23 for Srgan- 
ization, one to 3.9 for Kasic eperating policies and one to 
mine for Personnel policies. Hy assignment of numerical 
vaiues of one, two and three to these ratings of Thorcugh, 
‘dequete and Inadequate respectively, the average rating of 
these faetors was found to be 2.14 fer ““hysienl plent,” 

eo20 for “Organization,” 2.27 for "asic cperiting policies" 
and 2,45 for "Persoanel solicies," 

Table AVI presents the ressuase to question fortye 
six, “The following have been selected frou various industrial 
executive training techniques. Cheek those which you heve 
gbacrved in use at Supply Corps activities, reting them ins 
effectiveness." The average rating of the listad techniques 
was determined by assigning nuserical values o* one, two and 
three respectively to the verbal ratings of "iffeetive," 
"Satisfactory" and “Ineffective.” The average coting for the 
techniques was 1.56 fer "Special projects,” 1.6% for "Example 
of luperiors’ and for "fetation of duties,” 1.75 for “Confer- 
ences,” 1.94 for “Wovies end Lectures," 1.95 for "ase Pro- 
bleas,” 1.99 for "Comzittees” end 2.0 for "Understudy." 

Table XVII presente the response to questions twenty- 


four, twenty-five, twentyesix snd twenty-seven of the cques- 
tionneire, all of which pertain to rotstion of assignments 


within tours of duty. Cuestion twenty-four asxs, ‘fave you 
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LE TCE 


Ratings (<ssigned 
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: Satisfece ; 
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Gpectel Frofectse.cece 
Sxsaeple of Superiers,.. 
Rotation of Tutleseoece 
CORPeTENnce Bs cceseveros 
Movies ond Lectures... 
Case Problems..ccsccce 
COMMILEOCSs cocceeccnes 
Understudy ssccoscovees 


$ 3 
2 2 

: R $ 

3 : of Lege 
: 2: tive 
t : 

: 2 

: 148 :; 2 
3 : 

: 165 : 69 
3 : 

3282 +: Fe 
: 3 

3168 : 9 
¢ : 

$124 ¢ 42 
: ¥ 

: 104 3 30 
3 t 

¢ 330 3: 34 
2 3 

2145 + 35 
’ 3 


oe SF 


a Sk 2b CF RP BH OG GO £8 4H BH ES BK CR FH HE 


z 


aye ae 62 oF 2h of 88 US UU UP rll 


g 
LE 
“Weighted aversge rating detereined by essigning Sumeyicel 


values to the verbal ratings. 





tionneire, 


11 
1a 
24. 
28 
4 
25 
33 
35 





Source: ‘iesponse to question number forty-six of the ques- 
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TABLE XVIT 


ROTATION TEMONNN VARIOOR ASATGUMMITS 
AT DOTY STAPIUWE 46 UEFA TEANCED 


AND PVALUP TEP WY PANTICTPARTA 
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RE cnt: oUincadiun deen 0% +S 4 Or OO 04 Wid WR © bee $ 4S $ R567 
SED 8 Gh6 4 Wreiene Hee © 6-0 6 Slerwrew 6-6 Beew'e ererewws 3 4 $ 44,0 
ON i ne itis Washes digs oMRW + walasvn Yoram ¢ Sr Et Manns 1c; a 
TOCA dccciiccscsss & 344 $ LW? » 
$ ; 
Particinants determination of basie cause ‘ : 
Tor rotetion experienced, $ : 
—s development MVOETSMenceresoesace ¢ 16 x 6.8 
Snyenl se Vienai vaeaneles materiniised... : 19 & 26.5 
icer personnel organization Ghanges.. ¢ 34 : #3.1 
ey 8 expressed preferences...... 2 27 + ib 
Beth Org. ehenges nnd vwaeanetes.cescesee ¢ G : 4,44 
Uther cowmbinatiens of these fuetors..... + 18 t Ieee 
Sther CRUSE Beaceccsevrecescesesenvsessaen ¥ a ae * = 
TOROR beehsbeteoesd & 14? s Tweed 
$ t 
Consider e rysten of rotation in assign-e $ : 
ments et ¢nty et*stiens necessary to ime 3 : 
provement of cualifiecations for a 3 g 
suecessfui career... : , 
ee A ee ee ed eee : 120 ' 60.6 
iv S@aevreageovenevsenxeooeesHuoaeovseeaveeevers ~~ - a 
PeMEhcssicccecscas | Lye : 190,0 
H t 
Substential imerease in daty tour duration : : 
would cause revision of response relative : $ 
to necessity for a 3¥stew of rotation at ; ; 
duty etations. a 5 
BBoawrecesseveoccessesesccarnreseccrcessses 3 i ‘ 35.9 
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twenty-seven of the questionnaire, 


wuestions twenty-four, twenty-five, teenty-six and 
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usually been rotated through various assignments each tour 
ef duty?" Varience of response within ranks was very 
iimited excepting for Ceptain and Lieutenant Junior Grade. 
The Captaine all responded *Seldou" and the Lieutenants 
vunior rade respenses in the category of "Usually" snd 
“Seldom” were dichotomess. 

,eestion twenty-five asks, “If you were rotated 
through vsrious esslgnzents curing « teur of duty, how did 
this come about?” The officers sho gave reasons other than 
those listed in the questionnaire made consents such as 
the following: 


Assumption of additional duty because of release of 
officers without replacement. 


Sent to varlous Givisions that needed forceful 
efferts te elisinete large becklogs. FBackiogs 
eliginated, 1 moved. 

Guestion twenty-six asks, “Do you consider that e 
systee of rotation in duty assifzneents at «2 particular 
station, during each tonr of duty, is necessary to the isprove- 
ment of your qealifications for assumption of future assigne 
ments contributing to a successful career?” Distribution 
of the response within ranks was closely divided except in 
the rank of Cantein, Lieutenant Junior Grade end Snsigns. 
Twenty-five ver cent of the Ceptsins, 64.2 ner cent of the 
Lieutenants Junior Grede end 64.2 per eent of the Ensigns 
responsed "Yes.* 


Cuestion tventy-seven asks, "If current ‘normal’ 


tours of duty ere gxbstantially lengthened in curation 
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et any future time, would your answer to tue foregoing 
question be different:* All of tnose who hau responded 
"Yes" to question twentyesix replied in the aegative end 
seveaty-one of the veventy-eight who hed respondced "Jo" to 
question twenty-six replied in the affirmative. 

Fable XVIII presents the resyonse to ,usstion fortye 
@ne us tha questionneire, “Whet hes been the centent of in- 
service treining or guidence prograks, form.l] em isfermal, 
in which you heve perticipatedi® Listriscciicn ol me penses 
Dy Tens Gvideaneced Little warionce. Eight pe: cent of the 
offieers have received training in all of these sreas, 10.6 
per cent have reesived training in “Vrinciplises of Crganiza~ 
tion ana Control” as well 68 “Lethods and Yrocedties," 
1L.6 per cent have exch received training in tro or three 
of these areas in various other cembinations, 15.6 ver cent 
have received training in only one of these areaz, 10.6 per 
cent noted other areas of training and the rexsining 75.6 
per cent indiested ne training hed been received. Other 
areas of training reportet xere “York Beesurecent,’ "Ik. 
Wachine *eecounting" aca "Ind@pectios 4a) anulysis.” 

Sable XIX preseats the resgonse te yuestlons trenty- 
one, trenty=two, twenty-three and thirty-nine cf the question- 
nmeire which beers on opportunity for development of qualifi- 
estions. Cuestion trenty-one asks, “ilave you been given 
ample opportunity st each of your duty stations .o improve 


your qumlifierations for petential assignments in your rank?" 








TABOR AVIIT 
S8Ra8 IN WHICH eAPTICIPLETS Hava 
KACUIVED TRAINING Of GUIDARCE 
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—o hesponse to question nugber forty-ont of the ques- 
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Distribution of responses between each rank were closely 
proportionate excepting for Capteins all of whom responded 
"Gsvally.* 

Question twenty-two asks, "To what extent have 
your warious duty assignments guripng tours of duty usually 
contributed additions) experience necessary for improve- 
went of your qualifications for a suecessful esreer in the 
asval service?" The distribution cf responses "Greatly" 
end “Moderately” in the rank of Licutenant and Lieutenant 
eunior Grade were approximately equal. Ctherwise the dis- 
tribution between renks was in similar proportions. 

Question tventy-three asks, “Have you ever been 
reteoined on particular assignments for an unduly long 
period due te your sroficiency in the particular assigneent?" 
end also esks of those responding in the affirmative "In 
whet wey has this affected the progress of your cereer?" 
Distribution of responses within ranks was somevhat similar 
except for the rank of Captain, Commander and Lieutenrnt. 
The Cectains sll enswered in the affirnative, In the rank 
of Commander snd Lientenent the responses were closely 
divided between “Yes" and "Ho." All but five of the 
officers who answered in the affirmative indicated thet the 
retention to which ther referred either had no discernible 
effeet on their progress or was favorable. 4 typieal 
stetexent is quoted from ea cuestionnaire submitted by a 


Lieutenant and a Commander: 
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Diffiewlt to measure eat this time. Ffossibly little, 
Gepending upon future course of my career. If it is 
concentrated on planning and logistics, vrobably bene- 
ficial; if on operations, definitely adversely. 


Froadened -- as I got various assignments with the 
command. 


,uestion thirty-nine asks, "Have your coliateral 
Guties orcinarily been of value in the improvement of your 
edministrative or technical ability?" FEesponses from 
Captains were limiteéd to “Usuelly" and "Seldom." ‘esyonses 
from Lientenants did not include "Never." Aside frog these 
exceptions, responses were similarly distributed «ithin 
each rank. The following statements represent the type of 
comment mande in response to this question: 
Am presently assigned seven colisterr!] cuties not 
connected with supply. Tals does not include collateral 
duties which would improve administrative ability. 


Usually time consuming distracting to primary duties. 
Vonsidered by most officers as one of the necessary evils. 


Some value gained from Audit boards and Courtge 
Martial experience -— however, wost of this was done at 
excense of primary duty. 

Many waluable lessons, which say be effectively 
applied to primary cuties, are learned from colisteral 
duties which are often considered a mere nuisence. 

Table £X presents the response to questions thirty- 

seven and thirty-eight. Guestion thirty-seven asxs, ‘In 
whet form would you prefer to receive instructions from your 
superior?® Those few who prefer “Urders" rere in the 
Lieutenant Junior Grade and Lieutenant Commander rants. The 
group preferring "Detailed Instructions” did act include 


Captains. <#side from these exceptions the ¢istribution 
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within each rank wes very siziler. 

(,uestion thirty-eight in reference to cuestion 
thirtyeseven ssks, “Which of the foregoing sost accurately 
reflects your genere] experience?" Lieutenants and ideuten- 
ants Junior Grade constituted the group waich indicated 
“Detailed Instructions.” Captains limited their responses 
to “Ceneral Instrnuetions.” aside from these deviations the 
pattern of response in each rank was similar. 

any comments were received in response to these 
two questions. Typical stetesents of officers selecting 
verious options were: 

Ey suggestion and use of one's initiative I believe 
all factors are accomplished to the greater satisfeetion 
anc efficiency of all parties concerned. 

Unless there is personality friction between two 
officers, discussion and mutuel agreement crovides the 
most effective method of passing instructions; the 
knowledge of both officers can be combined, 

IJ prefer that a superior give me a genersl idea of 
whet he would like «-- then let me verry about the method 
of accomplishing the {cb and merely present him with the 
results. 

Hetailed written instructions leave no riom for mis- 
understanding of cuties and seope of responsibility and 
if properly handled need net adversely effect initiative. 

Table XAI presents the response to cuestion twenty- 
nine, “In what way were you stimulated in your sabition or 
initiative?" Kesponses were ranked on a scale cf one to five 
in all bat seventeen instances when a scale of ons to six 
was used. ‘eventeen of the participants listed other reae 
sons with an averege ranking of 2.5. These reasons vere 


principally concerned with self-initiative and eabition. 
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TABLE XX 


DOLATIVE IMPORTANCE OF FACTORS APERIONCED 
AG RTIMULANTA TC ASRITIOP UA TRITIATIVE 
OF FAAPICT Panes 
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4a the average ranking suggests there was a moderate 
Gegree cf cispersion for each factor. The only case in 
which a prominent modsl group seerued was in the case of 
“Lelferecognition of ability" which was ranked in fifth 
plaee by 42.0 per cent of the participants. In all other 
cases the distribution of rankings «as essentislly bie 
modal, 

Table XAII presents the response to question twenty, 
*In what way have you benefitted by in-service training or 
guidence which you have reeeived in Supply Corps orgsnize- 
tiens at #hieh you heve served?" The average rating of 
listec factors was deterzined by assigning values of one, 
tro emi three respeetively to the verbal retings of 
"Greatlyf "Noederately" end "Little" resrectively. The 
average rating of factors res 1.39 for “FPaats leerned,” 
1.49 for “Methods Learned,* 1.31 for “itisulation of 
4pbition,” end 2riso for "Lavelopment of Favorable attitudes," 
1.06 for "Ideals or Principles Seveloped” end 1.99 for 
"Example of superiors." Twenty officers listed sotner 
factors which received an averege rating of 1.3. eserip- 
tions of these factors were "sound business yrectice,” 
Jeaponsibility,"” and "Desire to do the wery best job I can." 

Table XXIII presents the ressonse to questions 
twenty-eight, "What is the relative importance of feetors in 
your service experience whieh have contributed te your queli- 
fiestions for more resporsible positions?" The fectors vere 


ranked on ea scele of one to six in all but twenty-three cases 
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where sa seale of one te seven was employed. Yersons 
including other factors gave them an average ranking of 
3.3. Typical deseriptions ec? these factors were "Delee 
gation of responsibilities by superiors and confidenee in 
results," and “Hesponsibliity foreed study." 

Table +AIV presents the response to question nine} 
teen, “in your opinion what degree of responsibility ghegld 
ke cssumed by the follewing parties for the treining and 
development of individual officers?" Teoh of ths options 
were renked on a sesle of one to five by the participants. 

& Clearly defined sods] group of rankings sppeered for 
every opticor. excepting the “Bureau of Supplies end Aceounts,.” 
the distribution of rankings for this option was blemodal, 
31.3 per cent of the participants ranking it in first plece, 
16.8 per cent in second place, 14.3 per cent in third pleee, 
24.7 per cent in fourth place and 2.1 per cent in fifth 
place. The model groups for each of the other factors was 
52.2 rer cent of the participants ranking “Bureau of Baval 
Personnel" in fifth place, 44.1 per cent ranking “Commend ing 
Ufficers” in third place, <1.5 per cent ranking "lemecdiate 
Superiors® im second place and 56.4 per cent ranking “ach 
individual Officer” in first piace. 

Table XXV presents the response to questions forty- 
treo, forty-three and forty-four. ‘Cuestion forty-two sss, 
“In your opinion are Supply Corps Officers ordinarily 
sufficiently femilier with the content and appliestion of 


aevy Civilian Personnel Instructions?" The officers who 
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inciensted uncerteinty did not include the rank of Captain 
or Lieutenant Commander, Aside from these differences the 
distribution of response by rank reflected almost no 
varisence. 
Question forty-three asks, "Do you consider that 
Supply Cerps officers, in general, should be given specific 
training in Navy Civilian Fersomnel Instructions?” The 
enly apysrent variance of response between ranks was in the 
renk of Captein end Ensign. Each of these groups seve 
unanimous responses in the effirmative. Some of these 
responding "No" commented to the effect that dcteiled treine 
ing in this aree waa not necessary or cesireable. 
question forty-four asks, "fe you feel thet rour 
training in the Navy has inecreaseé your ability to erpress 
yourself clearly end concisely?" The cnly varience in dise 
tribution cf response was in the rank of Ceptain end Ensign, 
which greups geve unanimous responses in the effirmative. 
Tre following statement is typical of comments mede by some 
cf the perticipants making negative responses to this 
questions 
Sabjeet officer has hed wide civilian experience 
@s a public speeker end newspaper man; ehile undoubtedly 
gone leprovemzent has oecurred because of normal mental 
maturity during six yerrs in the Navy, the sane 
greater development, would have oeeurred as 8 elvilian. 
ence neval training is not considered a factor. 
Table AXVI presents the response to questions tnirty- 


two ond thirty-three. ‘uestion thirty-tro asks, "In your 
opinion, is there a shortege of wellequalifieg officers in 
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the Supply Corps?" Distribution of respenses within ranks 
revealed some variance of opinion. Captains were net re- 
presented in the group responding “A great shortage." The 
group responding “There is a surplus” included the rank of 
Lieutenant Commander and Commander only. The group expressing 
uncertainty was limited to the rank of Ensign, Lieutenant 
cunior Grade and Lieutenant. 

question thirty-three asks, "If, in your opinion, 
e shortage does exist, to what do you attribute the cause?" 
Some variance in rank distribution vas cohserved; those res- 
ponding "Insufficient training" included all ranks except 
Captains and Ensigns and those responding “Inability to pro- 
perly express themselves..." represented officers in the rank 
of Lieutenant Junior Grade and Lieutenant only. Excepting 
for these variations rank distributions were substantially 
the same. Those indicating other reasons msde reference 
to the officer procurement program. 

feble XXVII presents the response to juestions forty- 
seven anc fortyeeight. ‘Cuestion forty-seven asks, "Have you 
gotten any ideas from this questionnaire which you intend to 
utilize or consider in the grooming of your subordinates?" 

question forty-eight asks, "Should a aajority of the 
persons surveyed express further interest in this study, a 
tabuletion of the questions with total responses will be 
mailed to the entire distribution list. Do you desire a copy?" 
Several of the participants supplemented their affirmative 


answers with comment such as the following: 
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It is considered that an analysis of this ques 
tionnaire, plus the one distributed about «© year ago, 
world be of considerable interest and éefinite value 
to Supply Corps officers who are interested in the 
future of the fevy. 


A real pleasure to see this type of poll being 
teken fer the gooc ef the cerps. I hepe thet en- 
eouraging end useful results will be obteined end that 
they car be used te our pdventape,. 


The other questionnaire to which the ferser comment 
refers was aistributed by Fobert J. Gerhardt in his study 
of Career Fienning for Revy Supply Corps cfficers. (31) 

Genere) comments receiyed. Fifty-five ser cent of 
the cvesiionmaires, one bunadrec and nine, contsined general 
comment, Some disevrged the subject of training in generel 
terms, others enuserated specifile shorteoniogs cf prerent 
preetices and ceveral otrers contained sseclific recommendae 

et 


tions. The statements which have tern ealeeted fcr quota] 


tion herein are excerpts froa comments frequently wede by 
otticers in various rankes 


SuSandA should require setual in-service training 
pregrazs of ali activities under its eognizanee end 
pave &@ positive check on operation end sffeetiveness 
of such prograus. 


in general tne ofticer «es a leader is eften over- 
looned in the great need for rorking hencs, Mort 
officers are happiest when they are turning over lots 
of enper on their desks, so naybe it will require force 
and ceereicn trom the nighest levels tc iapese ine 
service training pregrams. It is recommended that the 
committee censider and analyse the Tork Inprovesent 
Program in effeet for Civilians as a source of doctrine 
vor officer personnel. 


There are fower well-rounded Supply Corpe officers 
than the Ravy needs and more Supply Corps Officers 
qgvalified only in certain fields than the Savy needs, 
Leek of knowledge in the field of accounting among 
Jupply Corps officers is appalling. 
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I feel that qualifications ss presently promulgated 
are vague snd very seldom is current in-service train- 
ing adequate for specific requirements for promotion. 


The eontinued transfer of senior line officers, 
Lieutenant and above, to the Supply Corps has been exe 
tremely detrixental to the Corps, both technically and 
administratively. Transfers to the Supply Corps 
should be limited to Lieutenants (JG) and below. 


To sy way of thinking the selection of candidates 
to postgraduate and other courses leaves a lot to be 
desired, #aybe I's wrong in sy thinking, but it seems 
thet it’s who you knew and mot whet you know is the 
governing criteria. The rotation of offieers should 
be given considerable thought, too. The *politicians' 
in our midst keep themselves well intreneched in cesire- 
eble jobs, while the rest of us on the perimeter con- 
tinue to be rotated. 


The individual officer, in the interest of his own 
career is the most importent links; however, he is 
limited to what he can do, and his initiative and 
enthusiasm must be ‘sparked’ by the C.0. if training 
is te be successful. 


One of the most important items in my mind that you 
mentioned is the ‘Navy Civilian Personnel Instruetions.* 
The lack of understending of these instructions by 
Supply Corps Officers greatly hampers our work -- 
junior officers should receive training along these 
lines before they sare ever faced with the problem of 
Civil Service Fersonnel -- If all officers knew these 
instruetions helf as well as their civiliens ve would 
have a better group of civilian employees. 


I believe thet no Ensign or Lieutenent Junior Grade 
should serve as a departaent head on his first afleat 
eruise, but should be assigned as a department head 
afloat upon the completion of his first shore duty 
following a tour aflcat es en assistant to sone Senior 
Supply Corps Officer. 


Believe there is a tendency for some SC officers to 
take too much for granted and have a lack of details 
thet so many times sre of utmost importance, In other 
words too much reliance (100f) on their subordinstes 
without ectually knowing what is going on in their 
cept. Famous last words ‘The chief said it wes OK,.° 
The SC officer is still snd alweys will be the respon- 
sible individual and it is his job to know his work 
and to determine whet he believes is the vost impor- 
tant without losing sight of the fact many itexs which 
appear insignificant are many tines important. 
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4n officer is an individurl with greater or lesser 
abilities. These ubilitiea should be studied rather 
than judging purely on rank. Treat an officer as a 
person or an individual not as another hole in en EAN 
card. Ctudy his personality, smooth his rough edges 
and give him the opportunity to ‘own’ his perticular 
assignment. Fride of ownership in a billet ackes for 
a better job. 


It is suggested thet the BudandA take a stronger 
interest in the treining of enlisted personnel which 
have been in such extreme shortage in my experience 
on sea duty. It is felt that the training of officers 
could be advaneed by more adherence to the principles 
of granting individual officers recuests where possible. 
It seexs that officer requests are scanned tpon reach- 
ing the Bureau and if no immediate opening exists, the 
request is filed in the nearest waste basket. 


In the interest of improving morsle I suggest that, 
if possible, an officer snould be informed apnroxe 
imately 90 days prior to receipt of transfer orders 
thereby permitting hig to wake necessary arrangenents 
for leaving family, household effects, ete. st present 
locality and elso to permit opportunity te srrange for 
living eccomodations at new location. 


Under the present systes of assignment the type of 
duty to which you are to be essigned is unknoraz to 
individual officer until he receives copy of his orders. 
It is realized that exect assignment of individuals can- 
not be deterzined this far in advance, but assumed that 
type of duty classification could be reasonably pre-e 
dicted. Given this sdvenced information I am certain 
that career officers of the Corps would utilize sll 
available resources, free tize, ani directives so that 
upon ultimate assignsert to new station they are in a 
ready-toeteke over position. This preliminary preparae- 
tion for next assignment must now be accomplished ia 
most cases during proceed time and relief period at 
new billet. 


Recommend that a supply refresher course similar to 
General Line School for line officers be establigned for 
Supply Officers. iany of us went through Supply School 
in four months and have nct hed experience in all phases 
of supply. 


The single biggest fault in Naval officers today, 
beth line and staff, is their inability to understand 
and apply simple truths of personnel administration. 
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DISCUSSION AND INTERPENTATIOR 

General. The sazple of Supply Corps officers which 
was obtained for the surwey appears to be adequate end repre- 
sentative of the Supply Corps (See Table 1). Although the 
rank of Admiral was not sampled, the seapling procedure 
would not have sersitted sore then twe Admirals to hsve been 
included. In addition it should be noted that enslysis of 
responses to the cuestionnaire did not disciose eny marked 
differences of opinion, attitude or development experience 
between the different ranks of personnel sampled. 

The officers surveyed represent a wide variety of 
personel and naval service backgrounds (See Table II). 
Their characteristics in terms of age, education, officer 
status, duty clessification and naval service included every 
conceivable category. One interesting faet which was req 
venled but cannot be eccounted for through the survey 
results was the inverse relationship of accrued non-comnis- 
sioned service anc seniority in rank. 

Similerly the current placement of these officers 
(See Table III) ineludes a diverse variety of naval orgeniza- 
tions and positions. Forty-one per cent of the group are 
essigned as commanding officers, officers-in-cherge, execu- 
tive officers or executive sssistants and departrent heads. 
It should be noted that incumbents of such positions are 
usually in a position to esteblish and conduct training 
progress. Furthermore articles 0710, 0503 and 0903 of Navy 
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Regulations (18, p. 83ff) direct that this be done ané 
article 0907 (15, p. 111) states that responsibilities of 
subordinate personnel “shall include the supervision and 
training ef personnel assigned to thea." 

The survey results may well be considered in the 
light of these factors and the fact thet 35.7 per cent of 
the officers in the survey group do supervise other officer 
personnel, In other words, elthough the survey resuits 
reveal certain pronounced attitudes, cpinions and expere 
denees of the officers surveyed, « substantial proportion 
of the officers are in a position to influenes other Supply 
Cerps officers along the lines which they advoeate. 

Am atteapt has been mede herein to state more 
systematically, than was posible in 2 statistical account, 
the results of the survey and seme of their implications 
for practice. The results have been grouped inte several 
topies pertinent to development of personnel. These topics 
whieh include personnel organization and policy, tools and 
records, training, incentives andi related factors are dise 
cussed in the following text. 

Feraoone) oresnizetion end policy. That officer 
personnel organizations in the field are not all thet they 
should be appears evident (See Table IV), Sixty-five per 
cent of the participants reported non-observance cf one oF 
more basic organization principles in naval orgenizations 
in which they beve served. Of the four principles on shich 


comment was sought the one which was most frequently sen- 
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tioned was delegation of sutherity commensurate to respone 
sibility. Others were the principles of single eccount- 
ability, span ef control and homogeneity of duties which 
were centioneé in thst order of frequency. Cne of these, 
span of control, was confirmed by examination of cbjeetive 
data (See Table VV} which revealed thet the everage atmber 
of personnel directly supervised by, and directly ecsount- 
able to, the participants was over 18 persons for eaeh 
rank excepting Captain. 

Davis (9, p. 68) states "The delegation of respon- 
sibility should carry with it a cosmensurate delezation of 
authority." This principle is widely aceeptec as a fundee 
mental requisite in any fere of hunen organization, It 
should be noted however that Zavy Regulstions do not ree 


 qtire delegation of authority. These regulations (21, p. 81) 
 « stete: 


— 


Yhile he may, at his discretion, snd when uct cone 
trary to lew or regulations, delegate sauthnerily to his 
subordinates for execution of detalis, such delegation 
shall in neo way reliewe the commending officer of his 
continued responsibility for the safety, well-being, 
and efficiency of his entire commend. 

Davis (9, p. 66) also states “It is desireable wherever 
possible, that lines of authority and responsibility be so 
developed that we heve single accountability." e reeog- 
hires span of control to be flexible but states (9, p. 57) 
"Experience indicates that the number shoul mot be less 


then three nor more than sefen." He further concludes 
(9, p. 8) “In general, it 4s possible to supervise 
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setisfaetorily a larger number of sicilar funetions then 
dissimilar functions." 

felden, Fish and Smith (13, p. 5) conclude “Top 
executives, no matter how competent, cannot function withe 
out a sound plen of organization." They further stete “In 
any company, clarification of the top structure is the first 


recuisite, since confusion or vagueness at the top is 


peflected downward throughout the organization." Although 


these conclusions specifically pertein to business and 
industry it appeers that organisational clarifiestion end 
careful structuring are a prerequisite to effective fune- 
tioning and development of personnel as well as the organe- 
ization. In passing it should also be noted that the Air 
Fores has adopted these four principles (AAF Heguletion 
to. 4006, 5 Way 1947) as basic concepts of organization. 

The participants were alsost equally divided on the 

question of development policy (See Table VI}. Fifty-one 
and cight tenths per cent stated that the primary respone 
sibility cf an officerein-echarge should be the day-to=day 
efficieney of the station. The balance of 48.2 per cent 
stated that developxent, short and long range, of «ubordi- 
nate personnel should be the primary responsibility of a 
commanding officer. The attitude ef the sajerity is in 
conflict with naval policy (3, p. 8) which states: 

The long range development of capable and deserving 
officers is of much more importance than the day-to-day 
efficiency ef a single ship or station. 

Comments received indicated that those who felt offieer 
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development should be e primary responsibility of conmen- 
ding officers believed that only through such means could 
the stations efficiency be effectively improved. This 
latter cencept ia consistent with current thinking in 
business ane industry (Jee page 3) es well ss naval policy. 

In regord to officer assignment solicy in field 
organizations of the Supply Corps it is apparent thet 
opinions are quite diverse (See Teble VII). Nowever, the 
qualifications of an officer for = contemplated billet 
were felt by most of the participants to be the prisary 
consideration. Secondly, it appears that an officer's 
erreer requiresents should be considered in making the 
assignment. Vacancies in the organization and the correse- 
ponding of ranks and billet ere considered of least 
importance, third and fourth respectively, 

It was noted thet such an assignment policy is not 
always followed (See Table VIII). Slightly over 60 per 
cent of the officers reported thet it was usually followed 
and 39.4 per cent reported thet it was rarely followed. 
Even greater devintion ras revealed by analysis of (uese 
tionnsires which outlined an officer assignment policy 
identical with that of the group average. In this group 
53.6 per cent reported that such a policy was rsrely 
observed while only 46.4 per cent reported that it was 
usually observed. Comments reeeived indicated that renk 
ond organizetional vacancies vere ordinarily the basie erie 


teris for placement purposes rather than cualifications 
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and officer career requirements. 

The attitude of the group in regard te the relative 
importance of factors in the placement of personnel seeas to 
be appropriate. Tiffin (19, p. 1) supports this wttitude by 
stating “The scecess of personnel plseesment depenis upon 
placing every individual on the job that matches the capacity 
of the individual ané upon giving him sdequate and specifie 
training to do the job." Such a policy persits essignment 
of these “Best fitted" to particular billets and fosters 
their growth or progress in their careers. 


The qualification 





jeexet possessed by each officer is frequently the only basis, 
aside from a personel interview, on which proper plecement 

of en officer can be cetermined. The survey group was some 
what divided in their opinion of the effectiveness of this 
reeord (See Table IX). 4 slight majority believed it te be 
insdequate in some respects, 

Some specific shortcomings of this record vere 
apparent from beth the distribution of responses to objective 
questions as well ss comments received. Beferenee to Tables 
Ik ond KIII reveals that although twenty-nine offleers are 
in training for more responsible duties through stetion 
prograzs, seventy-four are reported as in training for such 
duties on fitness reports a copy of which is filed in the 
Gualifiecation jacket. In contrast te this situstion is the 
fact that the srjority of those taking positive steps 
toward self-development are not being reported as in training 
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for more responsible cuties, Analysis of comments received 
revesis, in addition, that entries ere sometises inaccurate, 
brief, not current and thet the qualification jeecket is net 
olways used. 

it appears, on the whole, thet this besic record is 
not regarded favcrably. HNorever, objective deta from which 
a person's qualifications can be evaluated fer plecesent 
purposes is desireable. It would seem that the substential 
lack of regard for this record lies in part in the routine 
maintenance and use of the record es well as the faet that 
quslifieations are not, in the opinion of the participents, 
eonsidered of primary importence in current plecement praece 
tices. 

The fitness report is another basic tool and reeord, 
fer appraisal of officer performance, rhich is not apparently 
used to maximum adwantage (See Tables % and 21). Although 
one besic purpose of fitness reports is to previde date 
for selection anc promotion, it cen also serve for motivation 
end plecement purposes. Holden, Fish and Gxith (13, p. 122) 
include the following as requirements for effuwctive use cf 
merit ratings in industry: 

1. The indivicusis rated should be inforned of 

their weaknesses and guided or assisted in titeir core 
rection through special training and supervision. 


2. Improperly pleced personnel shoul be reessigned 
to better sdvantage. 


3. Key employees who do not fully m@e@esure up to 
requirements after repeated efforts townrd their 
improvement should be removed from these positions in 
order not to jeopardize the effective functioning of 
the orgenization. 
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L211 but 12.6 per cent of the participants heve been 
shown their fitness reports usually or always (Table X). 
| Bewever, this has ordinarily been limited to » visusl] review 
(Teble XI) which has not served either to satisfy or nmeti- 
vate the person rated, Furthermore it hes not facilitated 
developuent of the personnel reted since their sherteosings 
heve often been unknown to themselves, as evidenced by come 
ments received. 

The participants were almest unenimous in their 
desire for frank end comprehensive discussions of fitness 
reports, irrespective of ratings assigned. Uowever, only a 
relatively small proportion of them have heen efferdeéd such 
an opportunity. Those few eho haye experienced such d¢ise 
cussions felt that they had benefitted substantially thereby. 
Comments received indicate that such discussions must be 
voluntarily end interestedly initiated by the rating officer 
ginee the subordinstee sre reluctant to broach the subject. 

The survey group considered that fitness report 
reeommoendations fer future assignment of persons rated 
should provide for both assumption of greater responsibility 
ané broadening of experience (See Teble XII}. However it 
was noted that a substantial number, 321.6 per cent, believe 
thet Such recommendations have in the past often provided 
for essignment of individurale to positions for which they are 
mlready fully quelified. Only a few neabers of the survey 
group indicated that the latter besis for such recommenda- 
tions was desireable. It should be noted that Navy rotation 
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poliey (1, p. 38) Gictetes xssignaent "to billets requiring 
broader responsibility." it should also be reslized that 
lerge es the Navy is, 3% is conceivable thet billets invol- 
ving broader responsibility may, at times, be fewer than 
the proportion of officerg who are not fully uualified in 
sueh duties. 

training. Relatively few of the officers surveyed 


are participating in any station development or guidance 


| program (Gee Table X1I1), either for the job or for future 


jobs. larger proportion are doing #0 on their own 
initiative through correspondence courses, university exten- 
sions and reading courses. About half of the officers sur- 
veyed steted they are not participating in any form of ceve- 
lopment effort. 

The station treiming progress reported were described 
20 Totetion of assignments, “erk Improvecent “rogrem, re- 
éuired correspondence courses, movies, lectures anc guided 
tours, The number of officers reporting training prograns 
Whe only 27 Os compsred *ith forty-five offleers who stated 
they were perticipating in on-the-Job trwvining for the Job 
endl twenty-nine who stated they were in training for sore 
renponeible caties. There was some evidence in conments 
received to indicate the disecreponey mey be sceounted for 
through vervying definitions of training. ‘ome of the 
officers considered thenselves in trrining by virtue of 
thelr employment on a job. Cthers also considered then~ 


selves in training by virtue of their being in line for 





movement to another position. Kost of them hovever 
apparently viewed training per se, in teres of guidance, 
_ counseling or terchings received rather than work exper- 
ience, 

Wost of the participants who have observed training 
and Gevelopment practices in field organizations of the 
Supply Cerps during their naval careers rated it satis~ 
factcory but with ample room fer improvement (See Teble XIV). 
A substantial minority rated it effective while a smaller 
minority rated it ineffective. Jt should cise be realized 
that 30.7 per cent of the survey group reperted that no 
program had been obverved during their serviee ceoreers, 
This letter group coupled with those rating training and 
development es ineffective conetitute Little less than 
half of the survey group. This vas a rather startling 
finding, particularly so in view of the continued emphasis 
on neval pereonnel developuent. Cemments received indicated 
thet officers are of the opinion that institution of planned 
end comprehensive development practicss must reccive its 
impetus from the Burean of Supplies and feconnts,. 

Speeifie findings in the srea of training methods 
and opportunities revealec some interesting infcrmation, A 
majority of the officers feel that indoctrinstioan of officer 
personnel reporting for duty at stations, ie on the whole 
adeyuate (See Table XV). A considerable number however do 


consider indoctrination practices entirely inadequate parti-e 
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culerly in the area of personnel policies which is considered 
so by a slight majority of the participants. 


“appears to be that of plant familioriention. In@ectrinstion 


The srea in which indoctrination is moet sdeaquate 


in the organization of the station is less sdeyuate end in 
the erea of basic operating policies even less so, “elee 
tively few of the officers surveyed consider that inicctrine 
etion in any of these areas is thorough. 4 releted Tinding 

aey be the fact that previous trelning of the officers is 
principally in the area of methods and procedures (‘ee 

Table 3VI}). Only a winority of the group surveyed has hed 
any training in principles cf organization end control, 
personnel management and budgeting and pianning. 

The officers feel that the most effeetive technique 
in the development of officer personnel, while on the job, 
fs through assignment of speciel projeets te them (“ee 

Teble >VII). Yecehni,ues considered slightly less effective 
are exemple of superiors and rotation of duties, Conferences 
“give are considered a fairly effective means while movies, 
| lectures, case problems, committees and understudy assigne 

ments are considered substeatially less «ffaetive, in the 
order enumerated. It is interesting to aote that the under- 
study system was rated poorest, This attitude is cerroborated 
to some extent by the conclugiens of Scott, Clothier and 

Spriegel (17, p. 323) and Collinson (5, p. 21) who point out 

several disadvantages inherent in this technicue. 








All of these technicaes have been cbeerve? in use 
by aost of the officers excepting the ease problem teche 
nique which has been observed only by s bere mnlority. 
\pperently these techniques are essentially utilised for 
the conduct of organizations] business ratiwr thes traine 
ing per se or in adjunct thereto. This ayjwnre te be the 
case when compariieg these fimlings vith the all aneber 
of officers reporting station developwert nrogreng. 

the techniques of rotating duiies of officers et 
duty stetions appears to be frequently crechiced (ee Teble 
XVITI1). However, the officers who heve begn roteted believe 
the enuse was essentially saterielizgation of veaoneies in 
oie orgenization or changes in officer personne] orgafiisae 
tion structurs. ielatively few of these officers believe 
thet rotation of caties experienced was due to pleaned 
development progrexs. The sejority of the cfficers believe 
this technicue is necessary to the lerroveecnt af their 
qguelifies tion for s successful meaval coreer, “urthernore 
eect of those who belbove such 2 technique te ° Wieecessarr 
Steter they would revise thelr opinion in The eomnt that 
tonure of duty were gubstentially iengthetes! of nny Cise in 
the future, _ 

The officers generally feel tent aople oppoertanity 
is afforded at daty¥ statione for improvement of their quali-e 
ficstions, sitnough a sebstantiel ednority feel Eset such 
opportunity is seldom afforded (See Table 520), The officers 
~leo feel thet their essignments at duty atetions hmve 
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usually contributed sdditional experienee which is necessary 
for pursuance of ea successful csreer. 4 substantial minority 
of the officers have apparently been retained in perticular 
assignments for en unduly leng time; however, contrary to 
prevailing opinion (3, p. &) these officers deo not feel that 
this has imposed any hendicap on their csreer. 

The officers slso feel that collateral duty is a 
questionable source for imprevewent of technical end edminise 
tretive ability. While a majority believe colisteral duty 
is usually or always of valte, almost 40 ser cent believe 


such duty is seldom or never cf value. Gne of the primary 


objections to collateral duty assignments assesred to be 


their conflict with primary duties and not thet experience 
geined thereby is valueless. 

The essignnent of collateral duties sppears to be 
less discrimineting than is desireable. ‘uct assignments 
often make for heterogeneity of duties and accountability 
of the individual to two or more superiors, Necessarily 
eonflict with primnery cuties ill srise unless the assigne 
ment of colleteral duties is cerefully controlled end their 
potential effect on primary duties is recognized and 
mitigated. 

lpeentives. “Seott, Clothier and Spriegel (17, p. 322) 
as well as other suthorities claim that consultstive supere 
vision can serve to both zotivate and develop the eupervised 


personnel. They define consultative supervision es: 





84 
& process or technique of managenent shereby the 
supervised are mot only consulted before ection in 
which they are interested is taken, but te supervised 
ere also urged to contribute constructive thought to 
the solution. 

Such a procedure in suvervision is apperently pre- 
ferred by a majority of the officers (See Tatlie 1), who 
prefer to receive their instructions from their superiors 
by means of Giseussicn and mutual agreement. Eovever, enly 
29.0 per cent of the officers have usually experienced such 
supervision in their navel service, the most frecuently ex- 
perienced supervisory technique being the issuance of general 
fnaetructions. Other techniques experienced to a greater 
extent than preferred by the officers are the issunace of 
suggestions or orders. 

Although such supervisory techniques ss issuance of 
suggestions or general instructions aay be designed to allow 
for individeusl initiative they cannot aporoach the benefits 
of discussion and egrecment which recognizes the suservised 
as competent and heving authority comwensurate to his respon- 
sibilities. Ferhaps the reason for limited use of discussion 
and agreement in supervisory reletionshios i# due to limited 
use of the organizetion principle of granting authority 
commensurate to responsibility. In any cas extended use of 
discussion and sgreezent ~ould appear to promote orgunizational 
efficiency as well as satisfaction of Gesires of the super- 
vised personnel. 

The offieers on the whole consider the: have dene- 


fitted grester from facts snd methods learnec in training or 
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through experience than through personalized techniques 
(such ss recognition or exemple of superiors (See Tables 
eXIT and IXITI). Were, ss in the use of fitness reports, 
there appears to be room for greater active interest by 
superiors in the development of subordinate personnel. 
The offieers feel that the prisnry stimulentsa te 
their ambition and initistive, have been recognition by 
| guperiors of work well done, respect Ond recopgmition among 
all persennel sith whom associeted, and the grenting of 
/ superior oprortunities (See Table XXII). Obviously motive- 
tionsl henefite such as these must be deserved tyr the 
individual, Assuming they sre deserved, recognition would 
seen necessary end profiteble for all parties concerned, 
Belated fectorg. The smejerity of the officers 
ecknowledgec thnt they theaselves were primerily respensible 
for their own development. It was interesting to note 
hovever thet 21.1 per cent felt that the Purenu of “upplies 
and Aecounts should assume crimary responcibility. This can 
te explained to 2 certain extent by genersl conmects received 
as well as those received in eonnecticon with Tablea VIII, 41 
and 2IV. These comments coint up a need for opportunity to 
be afforded for development on-the-job throurh cereful place- 
Bent and Léiverectiva supervision as well as orgerived training. 
& grest majority of the officers feel thet Jupply 
Cores officers are not generally suffieclently familiar vith 
the content and anplication of Navy Civilian “ereonnel 


Instruetions (See Table J2¥V). An even gretter majority 
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believe treining in this sree should be given. Seny of the 
general comments received smxplified thie attitude and ine 
clicated thet such training should he given pricr to the 
assignment of officer personnel to any wosition requiring 
supervision of civilian rersennel. 

One srea of navel training which epo@rentiy bene- 
fitted the offleers greatly ia that ef oral and written 
expression (fee Table F7V). Gnly a few of the officers 
denied such training had been ef valne, but cosments received 
from sore of them indicated that they felt there was little 
room for improvement when they entered the Navy. 

Most of the officers feel thet there is « shortage 
of wellequslified officer persennel in the Supply Corps. 
Cther rersons frequently mentioned in renerel comments 
received were: the transfer cf higher ranking line persone 
nel into the Supply Corps; over-specializetion trithin the 
corps; limited participation in adveneed schooling and 
limitetions of duty tour rotetion. This sitastion and the 
causes to which it is attributed srrve to emphssise further 
gm meed for planned experience and training. The principal 
reasons for the shortage were considered te be Doth train= 
ing and experience, 

Mxtensive interest was exhibited by the officers 
in the questionnaire (See Table ALVII). Seventy-one end 
four tenths per cent indicated that the questionsnire had 
given them ideas which they would utilize or at ienst 
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eonsicer in the supervision of their subordinates. Further- 
wore 92.5 per cent indicated a desire to receive * summary 
of the results. In view of this near-unenizous desire the 
guthor plans to prepare an article for the Supply Corps 
organ, The fonthly ‘evsletter, summerizing the findings for 
inforgation of all fupply Corps officers. 


— a 


SUBLARY akr CONCLUSIONS 

The situstion. The present study was undertaken 
to explore the status cf officer personnel developzent on 
the job in fleld organizations of the Supply Corps. A 
review of officer development in general revealed that the 
eupply Corps compares quite fevorebly sith exeeutive develop- 
ment in business and industry ehich it so closely resembles. 
However the specific nature or extent of officer development 
on the job was not ascertainable by means of published 
literature as was possible with respect to executive develop- 
ment in business and industry. 

Accordingly it was necessary to utilize a sailed 
gvestionnaire as a primery sethod of investigation to accone 
plish the specific purpose of this stndy. Dietribution cf 
the questionnaire was mede to ten per cent of the Supply Corps 
officers in esch rank of Bnsigh through Castain. Completed 
cuestionnalres were returned by more than two thirds of tne 
officers sanxpled and in most cases were supplerented by 
comments, which facilitated interpretation of the results. 

Speeifiec aspects of developaent prectices which were 
investigated pertained to personnel organization, policy, 
records, training, incentives and related fectors, Definite 
needs for improvement were esteblished in each of these 
areage In general these needs call for improved personnel 
banagement and human relations practices, 

Some fundamental organization principles sre aot 


being observed bs field organizations of the unply Corps. 
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Chief among these is the principle of delegating authority 
commensurate to responsibilities which neve been assigned 
suberdinates and the principle of single accountability. 
sueh e comiition limits not only the setential efficiency 
of en organization but also the proper grorth ond develop- 
ment of its personnel. 

The question of organization policies is also of 
vital importance to the effectiveness of officer developzent 
in their careers. Hore often than not policies currently 
in effect restrict such development ty virtue of undue 
exphasis upon day-toeday efficiency of orgenizations, the 
rank Of availeble officer personnel and the exnedienecy of 
assigning officers to billets vherein veeancies materialize. 

The fitness report and qualification jacket are 
being utilized in eltegether too routine a fashion. This 
siteation is caused by currentiy limited emunnsis on officer 
qualifications and the lisited interest of ecuperiers in the 
cevelopnent and growth of their subordinate personnel. 

Planned treining or guidance of officer nersonnel is 
limited to relatively few field organizations of the corps. 
Altheugh o7,ortunity for development of personnel does exist 
through work experience and aanagenent teehnicues, training 
as gueh is greetly neglected or ecxrried on in an incidental 
manner. 

incentives are essential to motivate personnel in any 
undertaking. Linited use is now being @sde cf such incentives 


os consultative aupervision, recognition of werk well done 
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by subordinates and recognition through grenting of superior 
opportunities, 

The consensus among officers surveyed indicates a 
shortage of well-qualified officers in the corpe due prigerily 
to fasufficilerey of training and experience. Other rersons 
fer this situstion included liwgited knowledge of Revy 
Civilian Personnel Instructions, transfer of higher ranking 
line personnel into the corp3, over-specialization within 
the corps and conflict of colleteral with prisery duty essigne 
rents. 

hecommendatiogs. It is recommended thet the Bureau 
of Supplies and f4ecounts prescribe a basic set of principles 
ané procecures for the ruidanee of field orreniaations in the 
development of their officer personrel, ‘uel: s program 
Should provide fcr the following as minimun re suirements: 

Ll. The adoption of, ond cenformanece to, organizae 
tionel prineiples whieh are both conducive to arrenizational 
efficiency eas well es officer vrowth and cevelopnent, 

2. lewemehesis of Gpy-toeday organiestionnal 
efficiency vith conetrrent incresse in exohetis on long 
renve officer cevelopgment by @eans of whieh stability in 
orgehivcational efficiency will be xelieved. 

3. Fositive considerstion of en officer's jvwali- 
fLentiona end enreer requiresents thes effeeting oar sogits ing 
yineenent of any officer. 


4. Oarefdl end seccurete gaintenerce wf welificétion 





gi 


sackets as well as active utilizetion of informetion con- 
tsined therein rhen effecting placexent of an officer. 

5. biseriminating use of fitness reports as a tool 
for improving sorule and effeeting proper placement as well 
ag permitting officer self-development by means of thoroughly 
frank, interested, cooperative and comprehensive diseussion 
of them with each individusel officer resorted. 

6 Indectrinstion of officers reporting for duty at 
field organizations in the slant lsyout and operation, organi- 
zation of the instellation, tesic operating policies and per- 
gennel policies of the command. 

7e The use of special projects or trouble-shooting 
eesignaents, rotation of officers, garticuisrly junior 
officers, through carefully selected billets and conferences 
as a seans for officer growth and development es weil as 
acecoaplishing the work of the organisation, 

&. The integration of colloteral duty assignments 
with orisary duty ascignments wherever possible or the groupe 
ing of collateral duties a3 a set of primary cuties end rota- 
tion of such essignments asong individuel officers. 

9. The use of consultative sugervicion #g a normal 
means for passing of instruetions to sutor'inete pairsonnel, 
Lroviding for diseussion and motual agrereent on setion to be 
teen, 

10. ‘ositive emohasis upon recognition cf seritore 
ious efforts of subordinate personnel as 4 Beans cf stimule- 


ting greater ond better effort on their part. 
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Jt 4s also recommended that the Eureau of Cupplies 
end Accounts consider taking the following ectian for over- 
ell officer development: 

1, Provision fer a refresher training program for 
Supply Corps officers similer te the General Line sehools 
provided for line officers. 

2, Frovision for the training of ctpply Corps 
officers in personne] aanagement particularly in the area 
of Civil Service persennel administration. 

3. Assignment cf Ensigns as Supply Officer only 
after et least one tour of duty under an experienced offleer 


of the Supply Corps. 








8. 


9e 


10. 


li. 


12. 


13. 


14. 
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a | NATIONAL WAR COLLEGE | 
INDUSTRIAL COLLEGE OF THE CAPTAIN | 
ARMEO FORCES a 
NAVAL 
WAR | ARMED FORCES STAFF COLLEGE | 


COLLEGE 





25 YRS 

















4 
18 YRS ]j (LocisTics) COMMPNOCKE 


: GRADUATE QUARTER- 
SCHOOLS MASTER 
may shat 
N | 
BUSINESS 
> ADMINISTRATION Oar ie. 


ARMED FORCES 









AND 
PERSONNEL 
ADMINISTRATION LIEUT 
12 YRS AND TRAINING (SUBSISTENCE) COMDR. 
FUEL | canso | 
COURSES), HAN- | —$ 
OLING L 
SCHOOL E 
TE | 
ile B'5 ADVANCEO FOOD (TEXTILE LIEUTENANT 
= SERVICE COURSE ENGINEERING a 
| 
mz LIEUTENANT 
(J.G.) 
ELECTRONICS AVIATION 
SUPPLY SUPPLY 
OFFICERS’ OFFICERS’ 
2ND ANO SCHOOL SCHOOL ENSIGN 





YRS. 


IST 
YEAR NAVY SUPPLY CORPS SCHOOL 


This chart demonstrates the various courses open to supply officers. 
Approximate times are shown at the left, and ranks of eligibility 
at the right. 


SCHOOLS ANO COURSES AVAILABLE 


General Service Course 
Navy Supply Corps School 
Bayonne, New Jersey 


Business Administration 
Varvard 
Stanford 


Training in Industry 


Textile Engineering 
well Textile Institute 
Lowell, Massachusetts 


Personne! Aiministration and 
Training 

Stanford 

Ohio State 

Northwestern 


Armed Forces Staff College 
Norfolk, Virginia 


Industrial College of the Armed 

Forces 
Washington. D. C 

Naval War College 
Newport, Rhode Island 
Senior Course 
Loeistics 


National War College 
Washington. D. C. 


U. S) Naval Schoo! 
Cargo Handling 
Naval Supply Center 
Oakland, California 


Quartermaster Food and Container 
Institute for the Armed Forces 
Chicago, I!1linois 


Advanced Food Service Course 
Camp Lee. Virginia 


Aviation Supply Officers School 
Memphis. Tennessee 


Flectronic Supply Officers Course 
Electronic Supply Of fice 
Ll S Naval Supply Depot 
Great Lakes. I} linois 


Ship's Service Store Management 
Course 
U.S. Navy Ship's Store Office 
Brooklyn, New York 


Fuel Plant Operations Course 
Pt “Molate. California 


Radiological Safety Course 
Biloxi. Mississippi 


Armed Forces Information School 
Carlisle. Pennsvivania 


Five Term Program 
Various NROIC Colleges 
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TO REGULAR SUPPLY CORPS OFFICER PERSONNEL 


CONVENING OATE 


July January 


September 


Between first and second years 
at Graduate Schools of Business 
Administration 


September 


June 


February September 


September 


August 


September 


April October 


March August 


September 
As required 


As required 


Not scheduled 


- 


As required 


Periodic 


April August Novembe. 


LENGTH 


74, mos 


to 


10 


10 


10 


26 


10 


14 


yrs. 


mos. 


yrs. 


mos. 


mos. 


mos. 


mos 


mos. 


wks. 


mos 


wk § 


wks 


wk s 


wks 


wk s 


wk Ss 


S semesters 


ton of applications are promulgated from time to time 
Semimonthly Bulletin Specific information 
Division (OPT) of the Bureau of Supplies 


Details concerning submiss 
in the NEWSLETTER and Navy Department 
mav be secured from the Naval Personne } 


amd Accounts 


vr? 


sera PF 


ENCLOSURE (J) 


CATEGORY TEN - OFFICERS OF THE SUPPLY CORPS 
Promotion St@ges 1, EkKS to LTJG; 2, LTJG to LT; 
3, LT to LCOR; &, iLCOR to COR; 5, COR to CAPT. 


PART |I-- EXECUTIVE 
Same as Catogory One part One of enclosure (A) 


PART I1 - OPERATIONS 


SUBJECT PROMOTION STAGES BIBLIOGRAPHY 


A. Logistics 122.324" 5 (a)*General Line School Pamphlets 
on Logistics: 

Personnel 

Transportation 
Introduction to Logistics 
Supply Services 

Material Functions 
Maintenance 

Financial Administration of 
the Wardroom Mess 

*To be distributed to all Ship 
and Station Libraries prior to 
August 1949. 


B. Navy Supply System 1,2,3,4,5 (a) CNO Itr Serial 206 P411 of 28 
February 1947; ND Semi-Monthly 
Bulletin of March 1947-47-309, 
ND semi-Monthly Bulletin of 
March 1947-47-340, ND Semi- 
Monthly Bulletin of 15 May 





NAM DWH 


1947-47-446. 
C. Naval Supply Establishment Lee Saa) 5 (a) BuSandA Manual - Volumes I and 
Ashore Il. 
D. Naval Supply Establishment 1,2,3,4,5 (a) }uSandA Manual - Volumes III 
Afloat und [V. 
E. The Bureau of Supplies and 3,4,5 (a) BuSandA Manual - Volume I. Navy 
Accounts, ats functions and Regulations. 
administration 
PART II - TECHNICAL 
tach officer will elect either A or B as a major technical field for examination, 
the other will be considered a minor. If A is elected as a major field, the candi- 
date will take examinations in any four subjects in fiscal and one subject under 
supply as a minor. If B is elected as the mayor field, the candidate will be exam- 
ined in two subjects under supply and two under fiscal as a Minor. 
A- Fiscal (a) BuSandA Manual - Volumes ITI, 
(1) Disbursing Afloat 1,2 III, IV, V, VI and VII - and 
2) Disbursing Ashore 3,4 Navy Travel Instruction, except 
3) Travel is ie for A(7), Accounting - Cost 
4) Accounting - Stores 1,2,3,4 Inspection and B(4) Navy Pur- 
5) Accounting - e234. chasing. No specific references 
Appropriation are available for these areas 
(6) Accounting - Industrial 3,4 and officers should not choose 
- (Navy) them without having had consid- 
(7) Accounting - Cost 2,3,4 erable experience therein. 
Inspection 
B. Supply . (a) BuSandA Manual - Volumes II, 
(1) Afloat, including general 1,2,3,4 III, IV, V, VI and VII - and 
Supply, Commissary. Ship's Navy Travel Instruction, except 
Store and Clothing and Smal! for A(7). Accounting - Cost 
Stores Inspection and B(4) Navy Pur- 
2) Ashore 3,4 chasing. No specific references | 
633 Ship’s Service and Conmis- 2. 3.4 are available for these areas 
sary Store and officers should not choose 
(4) Navy Purchasing 2,3.4 them without having had consid- 


erable experience therein. 
ee . 
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APPENDIX C 


CAREER DEVELOPMENT 


IN THE 


SUPPLY CORPS 


AN OFFICER SURVEY 


N-C-T-E 


Read each question through completely and 
carefully before making your answer. 


Mark some answer to every question, If you 
have more to say add it, but first mark one 
of the suggested answers. 


Check and make sure you have answered every 
question before you place this in the return 
mail, 


Be sure you do not write your name, file 
number, or address anywhere on this ques- 
tionnaire. Only your thoughts are wanted, 
not your identity. 





What is your present rank? 





What is your commission classification? 
Is your duty classification General Supply? 


a. Yes 
we No (Indicate your specialty) 





<= 


What is your age? (As of your nearest birthday) 
How many years of active service have you completed? 


el Years of comnis3sioned service 
wie Years of non-commissioned service 


What is the highest level of formal schooling, civilian or military, 


ee ele ee 


which you have completed? 


Less than high school graduation 
Graduated from high school 
Some college but did not graduate. Completed years 
___. Graduated from college 
Some post-graduate work, Degrees received were 


HH 


M&W Ph Fe 


To what type of organization are you currently attached? 


ol Naval Supply Depot 

wee Supply Demand Control Point 

A Navy Purchasing Office 

4 Supply Departnent Ashore 

65 Supply Department Afloat 

os Disbursing Office 

aa Staff Organization 

‘ Other (Specify) - 





In what capacity are you serving? 


Commanding Officer or Officer-in-Charge 
Executive Officer or Senior Assistant 
Internal Department Head 

Internal Division Head 
Other (Specify) 


tS SO SP Se ee 





How many personnel do you supervise? (Indicate the number of personnel) 


Pe Directly supervised (Inclade only personnel directly 
accountable to you) 
ae Directly and indirectly supervised 


10. 


phe 


la. 


13. 


What is the category of personnel you supervise? (X those applicable) 


wl Officer 
02 Enlisted 
3, Civilian 


Are you receiving training or guidance to improve your qualifica- 
tions for the position to which you are currently assigned? 


me No 


se Yes (Describe briefly how you are being trained) 








Are you participating in any form of training or development pro- 
gram for a more responsible duty? 


wd No 
we Yes (Describe briefly how you are being trained) 








me Se 





=. 


Does your qualification jacket, section six (6) of the fitness report, 
indicate the more responsible duties for which you are in training? 


el Yes 
<2 No 
Comment: 


eS ee ee ee ee ee 


How often have you been shown your fitness report? 


-l Always 
2. Usually 
. Rarely 
aA Never 


iS 


16. 


Halse 


is. 


19. 


Do you consider that your qualifications jacket accurately and 
completely reflects your capabilities? 


gil: Yes 
of _ eNG 


Comment: 





Do you believe a frank and comprehensive discussion of fitness reports 
between individual officers reported and their reporting seniors 
would be beneficial to individual officers? 


ol. Yea 
von we NO 


What has been your experience in this regard? 








Which of the following, in your opinion, should be the primary basis 
of fitness report detail recommendations for future assignment of 
officers being reported? (X one answer) 


wl Assignment to positions of greater responsibility 
2 Broadening of experience 
Assignment to duties for which already fully qualified 


3 
In your opinion, what was the primary basis of typical detail recon- 
mendations entered on your fitness reports? 


ree Assignment to positions of greater responsibility 
02 Broadening of experience 
ae Assignment to duties for which already fully qualified 


In your opinion, what degree of responsibility should be assumed by 
the following parties for the training and development of individual 
officers? (Number your selections consecutively, starting with 
number 1 (one) for the most responsible) 


a Bureau of Naval Personnel 

oe Bureau of Supplies and Accounts 

ao Commanding Officers or Officers-in-Charge 
o4 -Immediate superiors 


Each individual officer 


20. 


alk. 


ace 


2B 


In what way have you benefited by in-service training or guidance 
which you have received in Supply Corps organizations at which you 
have served? (X the degree of each way in which you have benefitted) 


Benefits Greatly Moderately Little 


.l Facts learned 

.2 Methods learned or perfected 

-3 Ideals or principles developed 

-4 Example of superiors and others 

-5 Stimulation of your ambition or 
initiative 

-6 Development of favorable attitudes 

.7 Other (Specify) 


HT 
aul 











Have you been given ample opportunity at each of your duty stations 
to improve your qualifications for potential assignments in your rank? 


my Always 
re Usually 
mS, Seldom 


To what extent have your various duty assignments during tours of 
duty usually contributed additional experience necessary for improve- 
ment of your qualifications for a successful career in the naval 
service? 


al Greatly 
WY Moderately 
a, Little 


Have you ever been retained on particular assignments for an unduly 
long period due to your proficiency in the particular assignment? 


li No 


ee Yes (In what way has this affected the progress of your 


career?) 


ee ie ee ee ee ee 


Have you usually been rotated through various assignments each tour 
of duty? 


Always 
Usually 
Seldom 
Never 


nl 


1 
2 
2 
4 


25. 


26. 


aE 


20% 


29. 


If you were rotated through various assignments during a tour of 
duty, how did this come about? 


al Planned officer development program 

oe Vacancies developed in the organization 

Pe | Change in officer personnel organization 

4 Due to your expressed preferences to gain experience 
-o Other 





Do you consider that a system of rotation in duty assignment at a 
particular station, during each tour of duty, is necessary to the 
improvement of your qualifications for assumption of future assign- 
ments contributing to a successful career? 


ca Yes 
ae No 





If current "normal" tours of duty are substantially lengthened in 
duration at any future time, would your answer to the foregoing 
question be different? 


Agi Yes 
22 No 





What is the relative importance of factors in your service experience 
which have contributed to your qualifications for more responsible 
positions? (Consecutively number these factors, starting with 
number 1 (one) for the one you consider most important). 


Facts learned 

Methods learned or perfected 

Ideals or principles developed 

Example of superiors or contemporaries 
Stimulation of your ambition or initiative 
Development of favorable attitudes 

Other (Specify) 


i 
2 
3 
4 
5 
6 
7 


ue 





In what way were you stimulated in your ambition or initiative? (Con- 
secutively number these items, starting with number 1 (one) for the 
one you consider most important) 


Recognition by superiors of work well done 

By being given superior opportunities 

Respect and recognition among other officers 

Respect and recognition among all personnel with whom 
associated 

5 Self-recognition of ability 

6 Other (Specify) 


e 


ee ® e 
WD bf 


30. 


3 


33. 


34. 


To meet the continuing needs of the service, what is your opinion 
of the order of importance of these factors in the assignment of an 
officer to billets of an organization? (Consecutively number your 
selections, starting with number 1 (one) for the most important) 


Career requirements of individual officers 
Vacancies in the organization 

His qualifications for the contemplated billet 
Billet commensurate to his rank 








-l ___.s Always 
-2_ sd suadlly 
Po) Seldom 
of Never 
Comment: 


ee ee ee 


In your opinion, is there a shortage of well-qualified officers in 
the Supply Corps? 


A great shortage 
Some shortage 

No snortage 

There is a surplus 
Uncertain 


WN & WD 


° 





If, in your opinion, a shortage does exist, to what do you attribute 
the cause? (X the most important single cause) 


Insufficient experience 

Insufficient training 

Insufficiency of both training and experience 

Unfavorable attitudes 

Inability to properly express themselves orally or in writing 
Other (Specify) 


Hid 


Own & Wd FF 





Which of the following requisites for effective organization of 
personnel were not regularly observed in activities at which you have 
served? (X each applicable opinion) 


Authority commensurate to responsibilities was delegated 
Personnel were accountable to a single superior 

All duties assigned were of a similar nature 

The number of personnel directly supervised were regulated 
to provide for maximum effectiveness of suvervision 

All of these were regularly observed 


al 
#2 
“ 
4 
> 


35% 


36. 


a7. 


38. 


39. 


In your opinion, which of the following responsibilities of an 
officer in charge or in command of an activity should be most 
important? (X one answer) 


ol Day to day efficiency of the activity 

ae Development of subordinate officer personnel qualifi- 
cations for a particular job at that activity 

ie) Long range development of subordinate officer's qualifi- 
cations in general 


Have officers reporting to duty at activities at which you have 
served, in your opinion, received adequate indoctrination, prior to 
assignment to duty? (X the degree of indoctrination for each factor) 


Phases Thorough Adequate Inadequate 


-l Organization of the activity 
-2 Basic operating policies 

-3 Personnel policies 

-4 Physical plant 











In what form would you prefer to receive instructions from your 
superior? (X one answer) 


-l ss Orders 

<< Suggestions 

ne, Discussion and mutual agreement 
04 General instructions 

5 Detailed instructions 


Which of the foregoing most accurately reflects your general experience? 
(Indicate the number of the option) 


As 





Comments: 


Have your collateral duties ordinarily been of value in the improve- 
ment of your administrative or technical ability? 


-l ss Always 
“2 Usually 
<2 Seldon 
ah Never 





Comment: 





40. 


Al. 


42. 


43. 


Does your activity have an in-service training or guided development 
program(s) for officers attached to the activity? 


Fi No 
oe Yes 


(Briefly describe the program(s), including its organization, 
administration, participation, duration, etc.) 





What has been the content of in-service training or guidance programs, 
formal and informal, in which you have participated? (X all those 
applicable) 


nos Principles of organization and control 
.2 Budgeting and planning 

AS, Personnel management 

04 Methods and procedures 

2 Other (Specify) 


In your opinion, are Supply Corps officers ordinarily sufficiently 
familiar with the content and application of Navy Civilian Personnel 
Instructions? 


wl. Yes 
.2 No 
3 ____s«*Uncertain 


Do you consider that Supply Corps officers, in general, should be 
given specific training in Navy Civilian Personnel Instructions? 


me Yes 
ae No 


Do you feel that your training in the Navy has increased your ability 
to express yourself clearly and concisely? 


el Orally ell Yes 
ibeetemmmnNO 
.2 In writing. 22 Yes 
see No 


45. 


46. 


47. 


48. 


49. 


How would you rate the effectiveness of training and development of 
officers in Supply Corps activities at which you have served? (X 
one answer) 





ed. Effective and extensive 

ae Effective but limited 

mS} Satisfactory, with ample room for improvement 
04 Not effective 

Ae) No program observed 

Comment: 





The following have been selected from various industrial executive 
training techniques. Check those which you have observed in use at 
Supply Corps activities, rating them in effectiveness. 


Effective Satisfactory Ineffective 


1 Assignment to special 
projects 

2 Rotation through various 
positions 

3 Understudy assignments 

4 Conferences 

-5 Committees 

6 Case problem study 

7 Lectures and/or movies 

@ Example of superiors and 

others 


Hie 
ITT T | 
LITT | 











Have you gotten any ideas from this questionnaire which you intend 
to utilize or consider in the grooming of your subordinates? 


-l Yes 
re... vile 


Should a majority of the persons surveyed express further interest 
in this study, a tabulation of the questions with total responses 
will be mailed to the entire distribution list. Do you desire a copy? 


al Yes 
Ais No 
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APPENDIX D 


PROFESSOR OF NAVAL SCIENCE 
NORTHWESTERN UNIVERSITY 
EVANSTON, ILLINOIS 


January 12, 1950 


Dear Sir: 


Enclosed is a questionnaire dealing with the field of in-service 
officer training and related factors. Its purpose is to ascertain 
collective views and experiences pertaining to the effectiveness or 
feasibility of such training in organizations of the Supply Corps. 
This research is being made with the recommendation and approval of 
the Bureau of Naval Personnel. 


The October 1948 Newsletter has this to say about career planning 
in general: "It must be remembered that the career of a naval officer 
is a continuous selection process, not merely for promotion in rank, 
but for the day-to-day assignments of tasks and responsibilities", It 
is also true that the effectiveness of any organization depends upon 
the quality of its personnel; this being particularly true in the case 
of management and supervisory personnel, This study was prompted 
largely by the foregoing facts and also by the ever-increasing attention 
being accorded in-service executive training in industry today. 


Distribution of the questionnaire has been made to a ten percent 
cross-section of Supply Corps officers throughout the naval establish- 
ment. The form of the questions posed is somewhat restrictive but 
they will permit greater accuracy of interpretation than would questions 
calling for a "free response", Conclusions drawn will be suggestive of 
general tendencies in the corps. 


You will note that your identity is not called for, nor is any 
identifying information. You have my guarantee that information sub- 
mitted will be kept strictly confidential and that the questionnaires 
will be destroyed after evaluation of the data. 


Completion of this questionnaire for forwarding within one week 
after its receipt will greatly facilitate progress of this study. A 
self-addressed envelope is enclosed for your convenience. 


Your cooperation in this matter will be greatiy appreciated. 


Sincerely, 


VP. GIULT 
LCDR, SC USN 
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